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The  purpose  of  business  planning  in  the  National  Park  Service  is  to  improve  the 
ability  of  parks  to  more  clearly  communicate  their  financial  status  with  principal 
stakeholders.  A  business  plan  answers  such  questions  as:  What  is  the  business  of 
this  park  unit?  How  much  money  does  this  park  need  to  operate  within 
appropriate  standards?  This  plan  demonstrates  the  functional  responsibilities, 
operational  standards,  and  financial  picture  of  the  park. 

Parks  undertake  the  business  planning  process  to  accomplish  three  main  tasks. 
First,  the  business  plan  provides  the  park  with  a  synopsis  of  its  funding  history. 
Second,  it  presents  a  clear,  detailed  picture  of  the  state  of  current  park 
operations  and  funding.  Finally,  it  outlines  park  priorities  and  funding  strategies. 

All  parks  apply  a  common  methodology  to  develop  business  plans.  Park 
activities  are  organized  into  five  functional  areas,  which  describe  all  areas  of 
business  for  which  a  park  is  responsible.  The  functional  areas  are  then  further 
broken  down  into  35  programs.  This  allows  the  park  to  move  beyond  the 
traditional  National  Park  Service  method  of  reporting  expenditures  in  terms  of 
fund  sources,  and  instead  report  expenditures  in  terms  of  activities.  As  a  result, 
the  park  can  communicate  its  financial  situation  more  clearly  to  external 
audiences.  Furthermore,  using  the  same  35-program  structure  for  all  parks 
provides  a  needed  measure  of  comparability  across  park  units. 

This  process  is  aided  by  the  use  of  the  Business  Plan  Developer,  a  web-based 
application  that  allows  parks  to  complete  the  data  collection,  analysis,  and 
document  production  with  step-by-step  instruction. 

Completing  the  business  plan  process  not  only  enables  a  park  to  produce  a 
powerful  communication  tool,  but  also  provides  park  management  with 
financial  and  operational  baseline  knowledge  for  future  decision-making. 
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Superintendent's  Foreword 


We  don't  often  think  of  national  parks  as  a  business.  As  a 
public  agency  within  a  large  federal  bureaucracy,  National 
Parks  are  not  driven  by  profit.  This  does  not  mean, 
however,  that  we  cannot  manage  our  parks  in  an  effective 
and  cost  conscious  manner,  and  still  meet  our  legislated 
mission.  This  is  what  the  Outer  Banks  Group  Business 
Plan  is  about  -  investigating  and  documenting  what  it  takes 
to  effectively  manage  the  three  parks  of  the  Outer  Banks 
Group:  Cape  Hatteras  National  Seashore,  Fort  Raleigh 
National  Historic  Site  and  Wright  Brothers  National 
Memorial. 

The  goal  of  our  business  plan  is  to  provide  detailed 
analysis  of  the  work  of  our  three  parks  and  a  financial 
blueprint  for  the  development  of  park  operations  in  the 
future.  We  approached  this  with  the  intention  of  sharing 
with  you  and  others  how  the  Outer  Banks  Group  utilizes 
human  and  fiscal  resources.  Our  staff,  volunteers,  local 
communities,  and  many  partners  are  a  valued  and 
important  part  of  our  success  on  the  Outer  Banks  of  North 
Carolina.  There  is  a  strong  symbiotic  relationship  between 
these  communities  and  the  National  Park  Service.  Our 
successes  in  the  outcome  of  this  business  plan  are  directly 
dependent  on  the  understanding  and  support  that  we  all 
have  in  this  plan. 

The  Business  Plan  identifies  key  issues  that  the  Outer 
Banks  Group  faces  every  day.   Most  relate  to  the  fact  that, 
after  adjusting  for  inflation,  the  base  budget  has  essentially 
remained  flat  over  the  past  20  years  even  though  park 
visitation  has  increased  dramatically  and  operational  costs 


have  risen.  The  resulting  decrease  in  the  number  of  field 
rangers  has  greatly  impacted  our  ability  to  serve  and 
protect  the  visitor,  and  preserve  our  parks'  valued 
resources.  The  plan  shows  that  the  Outer  Banks  Group 
currently  has  less  than  half  the  staff  needed  to  effectively 
operate  the  parks.  This  trend  has  been  buffered  through 
the  help  of  volunteers  and  partners,  but  it  must  also  be 
addressed  with  adequate  funding  to  increase  the  staff  levels 
of  the  parks. 

We  thank  the  National  Parks  Conservation  Association,  the 
NPS  Comptroller's  Office,  and  our  business  plan 
consultants,  Lisa  Gomes  Casseres  and  Matt  McQuinn  for 
making  this  business  plan  possible.  The  financial  picture 
of  the  Outer  Banks  Group  they  have  detailed  is  telling.  The 
National  Park  Service  is  the  keeper  and  storyteller  of  the 
American  legacy  and  protector  of  valued  resources.  The 
public  expects  and  demands  professional,  accountable  and 
informed  stewardship  of  America's  special  places.  The 
Outer  Banks  Group  Business  Plan  is  an  important  first  step 
and  a  key  tool  in  helping  the  Group  fulfill  these 
expectations. 
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Lawrence  A.  Belli 
Superintendent, 
Outer  Banks  Group 
September,  2002 
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Executive  Summary 


This  business  plan  is  designed  to  identify  and  document 
the  gap  between  the  current  funding  of  the  Outer  Banks 
Group  operations  and  the  funds  necessary  to  fulfill  the 
goals  and  mission  of  the  Group  and  the  National  Park 
Service. 

The  Outer  Banks  Group  consists  of  three  national  park 
sites  located  on  the  Outer  Banks  of  North  Carolina:  Cape 
Hatteras  National  Seashore,  Fort  Raleigh  National  Historic 
Site  and  Wright  Brothers  National  Memorial.  Among  the 
Group's  many  resources  are  74  miles  of  shoreline,  three 
historic  lighthouses,  reproductions  of  the  1903  Wright  flyer, 
and  the  oldest  outdoor  symphonic  drama  in  the  U.S. 

The  analysis  is  based  on  the  Group's  fiscal  year  (FY)  2001 
budget  and  staffing  levels.  The  key  highlights  are  outlined 
below. 

Budget  and  staffing  levels  are  not  sufficient  to  meet  the 
parks'  missions  and  goals. 

The  Group  spent  approximately  $7.3  million  in  FY2001, 
while  $15.4  million  was  needed  to  meet  its  operational 
standards.  This  53%  shortfall  includes  salaries  and  benefits 
for  230  full-time  equivalent  (FTE)  employees,  or  an 
increase  of  108  FTE. 

Costs  have  risen  dramatically  while  the  appropriated 
budget  has  remained  flat.  After  adjusting  for  inflation,  the 
Group's  appropriated  base  budget  has  increased  by  less 
than  3%  since  FY1980.  During  the  same  period,  visitation 
has  increased  over  41%  and  the  shoulder  season  has 
extended  into  early  March  and  late  November. 
Furthermore,  adjusting  for  inflation,  average  salaries  have 
increased  by  50%  and  benefits  costs  have  doubled  in  the 
last  10  years.  This  average  salary  increase  is  a  result  of 


response  to  changes  in  personnel  directives  service-wide  in 
the  NPS.  Consequently,  the  Outer  Banks  Group  staff  has 
decreased  by  6%.  The  parks  are  not  able  to  adequately 
meet  their  missions  and  goals. 

The  greatest  needs  are  in  Law  Enforcement, 
Interpretation  and  Resource  Management.  Over  50%  of 
the  shortfalls  are  in  the  areas  of  Resource  Protection  and 
Visitor  Experience  and  Enjoyment.  The  Maintenance  area 
also  has  a  large  shortfall,  as  there  is  insufficient  staff  to 
complete  necessary  cyclic  and  preventative  maintenance 
activities.  As  a  result,  the  Group  is  not  able  to  adequately 
protect  and  manage  its  natural  and  cultural  resources,  nor 
is  it  able  to  effectively  serve  and  protect  its  visitors. 

The  Group's  priorities  and  strategies  propose  solutions 
for  the  shortfalls.  Many  of  the  Group's  top  operational 
and  investment  priorities  closely  reflect  the  parks'  needs  to 
enhance  resource  protection  and  visitor  safety  and 
enjoyment.  The  Group  has  also  identified  strategies  to 
reduce  costs  such  as  identifying  more  joint  venture 
opportunities,  improving  preventative  maintenance  of 
facilities  and  enhancing  the  volunteer  program.  Several 
strategies  to  increase  non-appropriated  funding  include 
establishing  friends  groups,  exploring  new  revenue- 
generating  opportunities  and  seeking  out  alternative 
funding  sources  for  projects. 

The  three  parks  of  the  Outer  Banks  Group  contain  a 
wealth  of  history  and  diverse  resources  that  need  to  be 
protected  for  future  generations.  The  business  plan  helps 
the  Outer  Banks  Group  better  justify  and  communicate  its 
needs  in  order  to  fulfill  its  mission  of  protecting  its 
resources  and  providing  a  safe  and  enjoyable  visitor 
experience  well  into  the  future. 


Visitors  flying  kites  near  the  Wright  Monument  at  Wright 
Brothers  National  Memorial. 
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Park  Overview 

Park  at  a  glance 


Visitors  learn  about  Fort  Raleigh  in  the  reconstructed 
earthworks  at  Fort  Raleigh  National  Historic  Site. 


Young  girls  seine  with  a  net  in  the  sound  on  Hatteras 
Island. 


The  Outer  Banks  Group  consists  of  three  national  parks 
located  on  the  Outer  Banks  of  North  Carolina:  Cape 
Hatteras  National  Seashore,  Fort  Raleigh  National  Historic 
Site  and  Wright  Brothers  National  Memorial.  The  Group 
functions  under  one  superintendent,  management  and 
budget  appropriation. 

•  Cape  Hatteras  National  Seashore  is  a  74-mile  long  series 
of  narrow,  dynamic,  sandy  barrier  islands  that  stretches 
across  Bodie  Island,  Hatteras  Island  and  Ocracoke  Island. 
The  5,834  acre  Pea  Island  National  Wildlife  Refuge,  on 
Hatteras  Island,  is  located  on  park  lands  and  is  managed  by 
the  U.S.  Fish  &  Wildlife  Service  through  agreement  with  the 
National  Park  Service  (NPS). 

By  1664,  the  Outer  Banks  had  become  significant  for 
shipping  and  military  maritime  activities,  which,  along  with 
the  treacherous  currents  and  storms,  led  to  over  500 
shipwrecks  and  the  area's  reputation  as  the  "Graveyard  of 
the  Atlantic".  The  Seashore  contains  a  wealth  of  history 
relating  to  the  Lighthouse  and  the  U.S.  Lifesaving  Service. 

The  National  Seashore  attracts  almost  3.5  million  visitors 
annually.  The  combination  of  the  large  number  of  visitors 
to  the  National  Seashore  and  the  dynamic  and  fragile 
shoreline  pose  unique  challenges  to  park  managers.  A  high 
profile  issue  is  beach  driving  -  a  popular  recreational 
activity  which  may  be  harmful  to  the  fragile  dune  ecosystem 
and  several  threatened  and  endangered  species. 

•  Roanoke  Island  on  the  Outer  Banks  was  the  site  of  the 
first  English  attempt  at  colonization  in  the  New  World.  The 
colony  of  1 16  men,  women  and  children  (including  Virginia 
Dare,  the  first  English  child  born  in  the  New  World) 
disappeared  without  a  trace  in  1587.  The  fate  of  this  "lost 
colony"  remains  a  mystery  today.  Fort  Raleigh  National 


Historic  Site  interprets  this  first  attempted  English  colony 
to  the  park's  268,000  annual  visitors.  A  reconstructed  earth 
works  is  the  central  element  of  the  park. 

Fort  Raleigh  NHS  is  also  the  site  of  the  nation's  oldest 
symphonic  outdoor  drama,  "The  Lost  Colony,"  first 
performed  in  1937.  The  Elizabethan  Gardens,  created  and 
managed  by  the  Garden  Club  of  North  Carolina,  is  another 
highlight  to  the  513-acre  park. 

In  1990,  the  park's  legislation  was  expanded  to  include  the 
preservation  and  interpretation  of  Roanoke  Island  activities 
associated  with  Native  American  culture,  the  American 
Civil  War  and  the  Freedman's  Colony  and  radio  pioneer 
Reginald  Fessenden.  Inclusion  of  these  additional  themes 
into  the  visitor  experience  is  a  current  management  issue. 
Research  on  the  history  and  archaeology  of  the  site 
continues  today. 

•  Wind,  isolation,  dunes,  and  the  unobstructed  open  space 
of  the  Outer  Banks  made  it  an  ideal  location  for  Wilbur  and 
Orville  Wright  to  perfect  and  implement  the  basic 
principles  of  flight.  The  brothers  first  visited  the  area  in 
1900  to  test  their  gliders  and  eventually  achieved  the  first 
successful  powered  flight  on  December  17, 1903. 

This  achievement  is  commemorated  for  over  439,000 
visitors  per  year,  at  the  Wright  Brothers  National  Memorial 
with  a  large  granite  boulder  at  the  historic  point  of  take-off 
and  a  60-foot  granite  monument  (1932)  atop  the  Big  Kill 
Devil  Hill.  The  428-acre  site  houses  reconstructions  of  the 
brothers'  1903  living  quarters  and  hangar.  The  visitor  center 
was  recently  designated  as  a  National  Historic  Landmark. 

The  NPS  is  planning  a  yearlong  celebration  of  the  100th 
anniversary  of  the  first  flight  at  the  Wright  Brothers 
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National  Memorial,  beginning  December  17, 2002.  Key 
management  issues  include  serving  the  over  439,000  annual 
visitors  to  this  small  park  and  rehabilitating  the  visitor 
center. 


The  Group  plays  a  major  role  in  local  communities 
influencing  tourism,  jobs  and  land  use.  As  a  result,  there  is 
great  community,  congressional  and  local  media  interest  in 
the  parks. 


Outer  Banks  Group  Inventory 

Cape  Hatteras  NS:  30,320.91  acres 
Fort  Raleigh  NHS:  512.93  acres 
Wright  Brothers  NMEM:  428.44 
acres 


Enabling  Legislations 

•  Be  it  enacted  by  the  Senate  and  House  of 
Representatives  of  the  United  States  of  America  in 
Congress  assembled,  there  shall  be  erected  on  Kill  Devil 
Hill,  at  Kitty  Hawk,  in  the  State  of  North  Carolina,  a 
monument  in  commemoration  of  the  first  successful 
human  attempt  in  all  history  at  power-driven  airplane 
flight,  achieved  by  Orville  Wright  on  December  17, 1903 
(1927). 

•  Be  it  enacted  by  the  Senate  and  the  House  of 
Representatives  of  the  United  States  of  America  in 
Congress  assembled,  that . . .  said  area  shall  be,  and  is 
hereby,  established,  dedicated  and  set  apart  as  a  national 
seashore  for  the  benefit  and  enjoyment  of  the  people  and 
shall  be  known  as  Cape  Hatteras  National  Seashore 
(1937). 

•  That  in  order  to  preserve,  as  a  part  of  the  Fort  Raleigh 
National  Historic  Site,  lands  historically  associated  with 
the  attempt  to  establish  an  English  colony  on  Roanoke 
Island  (1941).  The  purpose  of  Fort  Raleigh  National 
Historic  Site  shall  be  the  preservation  and  interpretation 
of  -  (1)  the  first  English  colony  in  the  New  World;  and  (2) 
the  history  of  the  Native  Americans,  European 
Americans  and  African  Americans  who  lived  on  Roanoke 
Island,  North  Carolina  (1990). 


Mission  Statements 

•  The  purpose  of  Cape  Hatteras  National  Seashore  is  to 
preserve  and  protect  significant  segments  of  barrier 
island  coastline  and  to  provide  for  recreational  visitor  use 
consistent  with  that  purpose.  Cultural  resources 
reflecting  and  revealing  the  national  maritime 
experience,  cultural  expressions,  and  man's  inherent 
relationships  with  the  land  are  also  protected  and 
preserved. 

•  The  purpose  of  Fort  Raleigh  National  Historic  Site  is  to 
preserve  and  interpret  the  first  attempted  English  colony 
in  the  New  World  and  the  history  of  the  Native 
Americans,  European  Americans,  and  African  Americans 
who  lived  on  Roanoke  Island,  North  Carolina.  The  park 
also  ensures  that  the  annual  presentation  of  Paul  Green's 
outdoor  pageant  drama,  the  Lost  Colony,  will  be 
perpetuated,  and  research  on  the  history  and 
archaeology  of  the  historic  site  and  the  associated 
peoples  and  events  will  be  undertaken. 

■  The  purpose  of  Wright  Brothers  National  Memorial  is 
to  commemorate  the  first  successful  controlled  powered 
flight,  at  the  site  where  it  occurred,  and  to  interpret  the 
continuing  worldwide  significance  of  the  Wright 
brothers'  dream,  vision,  and  achievement. 


Resources 

72  miles  of  coastline 

6  Threatened  and  Endangered 

Species  (piping  plover,  seabeach 

amaranth,  and  loggerhead,  green, 

leatherback  and  Kemp's  ridley 

turtles) 

44  designated  historic  structures 

2  National  Historic  Landmarks 
(Wright  Brothers  Visitor  Center, 
Cape  Hatteras  Light  Station) 

70  archaeological  sites 
55,867  museum  objects 

3  lighthouses 

2  lifesaving  stations 

1  reconstructed  earthen  fort  (1585 

original) 

1  reconstructed  1903  Wright  Flyer 

Infrastructure 

585  campsites 

90.85  miles  of  roads 

118  public/administrative  buildings 

6  visitor  centers 

23  employee  housing  units 

18  beach  vehicle  access  ramps 

3  airstrips 

1  outdoor  amphitheater 
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Group  Map 
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Historical  Context 

Fund  Source  Analysis 


Parks  use  four  classes  of  funding  to  carry  out  operations: 
Appropriated  Base,  Appropriated  Non-Base,  Reimbursable 
and  Revenue.  The  Outer  Banks  Group's  Appropriated  Base 
expenditures  have  increased  from  $4.14  to  $5.99  million 
since  1992. 

Appropriated  Non-Base  funding  -  project-specific  funding 
that  parks  compete  for  -  varies  from  year  to  year  but  has 
generally  been  about  $2  million,  which  is  less  than  30%  of 
total  expenditures.  In  the  mid-1990s,  project  expenditures 
were  low  due  to  a  move  away  from  'soft  money'  uses  and 
the  Reinventing  Government  program.  Project 
expenditures  were  high  in  FY1992  as  Fort  Raleigh  National 
Historic  Site  spent  $3.7  million  to  acquire  400  acres  of  land. 
The  Group  spent  $8.5  million  to  move  the  Cape  Hatteras 


Lighthouse  in  FY1999  and  another ! 
the  public  in  2000. 


.3  million  to  open  it  to 


Reimbursable  expenditures  remain  about  1%  of  the  total 
and  relate  primarily  to  work  done  with  the  U.S.  Fish  & 
Wildlife  Service,  Government  Services  Administration- 
leased  vehicles  and  special  park  uses.  Finally,  Revenues 
have  grown  in  the  last  several  years  due  to  the  inclusion  of 
the  Group  in  the  Recreational  Fee  Demonstration  Program 
in  1999.  In  FY2001,  approximately  $322,000  in  entrance 
fees  was  collected  at  Wright  Brothers,  $586,000  at  the 
campgrounds  and  $108,000  in  use  fees  for  climbing  at  the 
Cape  Hatteras  Lighthouse,  which  was  only  open  for  two 
months. 


Historical  Expenditures  by  Fund  Source 


Appropriated  Non-Base  funding 
-  project-specific  funding  that 
parks  compete  for  -  varies  from 
year  to  year  but  has  generally 
been  about  $2  million,  which  is 
less  than  30%  of  total 
expenditures. 


■  Revenue 

■  Reimbursable 
Appropriated  Non-base 

■  Appropriated  Base 


FY92         FY93         FY94        FY95         FY96         FY97         FY98        FY99         FY00        FY01 
The  Outer  Banks  Group  expenditures  are  categorized  according  to  the  four  classes  of  funding  that  the  parks  use. 
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The  Group's  Inflation-Adjusted 
Base  Budget  only  increased  from 
$2,844  to  $2,910  million  between 
FY1980  andFY2001  -  a  change  of 
less  than  3%. 


Adjusted  Base  Budget 

The  following  chart  shows  how  the  Outer  Banks  Group's 
Appropriated  Base  Budget  -  the  operational  funds  received 
from  Congress  -has  changed  since  FY181980.  Using  1980 
as  the  base  year,  the  Group's  Inflation-Adjusted  Base 
Budget  only  increased  from  $2,844  to  $2,910  million 
between  FY1980  and  FY2001  -  a  change  of  less  than  3%. 

In  FY1983,  the  Base  Budget  increased  15%  (12%  after 
inflation)  to  $3.5  million.  The  budget  dropped  thereafter, 
but  remained  at  approximately  $2.6  million  (adjusted  for 
inflation)  from  FY1987  to  FY1998,  with  any  changes  largely 
reflecting  Service-wide  trends  in  spending.  During  those 
years,  only  the  Wright  Brothers  National  Memorial  saw  a 
significant  budget  increase  from  $253,000  in  FY1985  to 
$339,000  in  FY1989;  the  budgets  for  the  other  two  parks 
remained  relatively  unchanged.  The  Group  received  a 
$400,000  Base  Budget  increase  in  FY1998,  bringing  the 


Appropriated  Base  Budget  up  to  $5.56  million  ($2.8  million 
adjusted  for  inflation).  Since  then,  the  budget  has  grown 
with  inflation. 

While  the  overall  trend  in  Appropriated  Base  budget  is 
relatively  flat,  the  costs  of  running  the  Group  have  grown 
significantly  due  to  increases  in  responsibilities,  visitation 
and  staff  costs,  and  new  facilities  such  as  the  Bodie  Island 
and  Ocracoke  Lighthouses,  and  visitor  facilities  at  the  Cape 
Hatteras  Lighthouse  relocation  site.  For  example,  total 
visitation  increased  41%  between  FY1980  and  FY2001,  and 
in  1990,  new  legislation  tripled  the  size  of  the  Fort  Raleigh 
National  Historic  Site  and  added  new  responsibilities.  As  a 
result,  there  are  currently  significant  staff  shortages,  which 
have  affected  all  park  operations,  making  it  increasingly 
difficult  for  the  Group  to  accomplish  its  mission  of 
protecting  resources  while  providing  for  visitor  enjoyment. 


Appropriated  Base  Budget  History 
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The  top  line  illustrates  the  Base  funds  appropriated  by  Congress  each  year. 
The  bottom  line  shows  how  the  budget  has  changed  after  adjusting  for  inflation. 
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Analysis  of  Real  Growth 


Park  expenditures  have  actually  decreased  relative  to 
inflation,  despite  the  fact  that  labor  costs  have  increased. 
This  can  be  described  in  two  terms:  increasing  labor  costs 
and  changes  in  workload. 

In  FY1992,  there  were  133  FTEs  at  the  three  parks,  with 
average  salary  and  benefits  per  FTE  of  $28,744,  with  a  total 
payroll  of  nearly  four  million.  In  2001  terms,  those  same 
labor  costs  were  $4,825  million  or  $36,283  per  FTE. 
However,  the  park's  actual  labor  costs  in  2001  was  $5,991 
million,  a  net  cost  increase  above  inflation  of  $1,165  million. 
This  represents  an  increase  of  49.5%  in  average  salary  and 
a  98.3%  increase  in  average  benefits  costs  in  ten  years. 
Benefits  now  make  up  18.7%  of  personnel  costs,  up  from 
14.8%inFY1992. 


While  labor  costs  have  increased,  the  Group  has 
experienced  a  6.3%  decline  in  FTE,  a  savings  of 
approximately  $350,000  in  labor  costs.  Despite  this 
reduction  in  staff  -  not  reflective  of  the  increasing 
workload  of  the  park  -  total  staffing  costs  still  increased 
about  $800,000  above  FY  1992  costs,  even  after  factoring 
for  inflation. 

Consequently,  non-labor  expenditures  were  restricted  in 
order  to  pay  the  additional  staff  costs,  a  decline  of  $3,696 
million  in  ten  years.  This  dramatic  change  in  non-labor 
expenditures  relates  to  costs  associated  with  purchasing 
land  and  other  one-time  costs.  Still,  in  the  past  ten  years, 
visitation  and  responsibilities  have  increased,  resulting  in 
many  programs  not  achieving  their  goals  of  protecting 
park  resources  and  ensuring  a  safe  and  enjoyable  visitor 
experience. 


The  impact  of  reduction  in  staff  over  the  past  10  years  is 
expounded  by  the  increasing  visitation  to  the  Outer 
Banks  parks. 


Operat 

ional  Costs: 

All  Funding  Sources 

FY  1992 
Actual  Costs 

FY  1992 
Inflation  Adjusted 

FY  2001 
Actual  Costs 

Net  Cost 
Increase 

FTE 

Average 

Total 

Average 

Total 

Average 

Total 

Average 

Total 

FY1992  Staff 

133.0 

Salary 
Benefits 

$24,485 
$4,259 

$3,256,490 
$566,409 

$30,907 
$5,376 

$4,110,652 
$714,975 

$36,602 
$8,445 

$4,868,129 
$1,123,120 

$5,695 
$3,069 

$757,477 
$408,145 

Subtotal 
New  Staff 

-7.9 

$28,744 

$3,822,899 

$36,283 

$4,825,627 

$45,047 

$5,991,249 

$8,764 

$1,165,622 

Salary 
Benefits 

$36,602 
$8,445 

($288,341) 
($66,523) 

$36,602 
$8,445 

($288,341) 
($66,523) 

Subtotal 
Total  Labor 
Non-Labor 

125.1 

$3,822,899 
$6,027,209 

$4,825,627 
$7,608,117 

$45,047 

($354,863) 
$5,636,386 
$3,911,326 

$45,047 

($354,863) 
$810,759 
($3,696,790) 

Total 

$9,850,108 

$12,433,743 

$9,547,712 

($2,886,031) 
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Increased  Cost  Analysis 


In  1994,  the  NPS  service-wide 
Ranger  Careers  initiative  resulted 
in  position  upgrades  for  both  law 
enforcement  and  interpretive 
rangers,  which  increased  the 
salary  cost  to  the  Group. 


As  the  previous  section  outlined,  staff  costs  have  risen 
significantly  during  the  last  decade.  The  following  is  more 
description  of  some  of  these. 

The  Federal  Employee  Retirement  System  (FERS)  has  had 
a  dramatic  impact  on  the  cost  of  benefits.  The  Civil  Servant 
Retirement  System  (CSRS)  costs  approx.  15%  of  an 
employee's  salary;  whereas  FERS  costs  approx.  35%.  Since 
the  implementation  of  FERS  in  1984,  many  CSRS 
employees  have  retired  and  several  more  have  converted  to 
FERS,  resulting  in  a  much  greater  percentage  of  employees 
with  the  higher-cost  FERS  plan.  Adding  to  this,  employees 
have  chosen  to  participate  to  a  greater  degree  than 
expected  in  the  Thrift  Savings  Program,  which  the  federal 
government  partially  matches  voluntary  contributions  to 
the  retirement  program.  While  some  costs  have  been 
covered  by  budget  increases,  ultimately,  the  Group  bears 
the  increased  cost  of  this  matching  program. 

In  1994,  the  NPS  Service- wide  Ranger  Careers  initiative 
resulted  in  position  upgrades  for  both  law  enforcement 
and  interpretive  rangers,  which  increased  the  salary  cost  to 
the  Group.  The  subsequent  professionalization  of  the  law 
enforcement  rangers  resulted  in  further  salary  increases 
and  benefits  costs  due  to  the  6-C  retirement  classification. 

Another  factor,  the  Clinton  administration's  Reinventing 
Government  initiative,  pushed  several  responsibilities  to 
the  field  that  the  Group  previously  received  from  the  NPS 
Washington  Service  Office  and  the  Southeast  Regional 


Office  such  as  budget  administration,  human  resources, 
planning  and  compliance  management.  Accordingly,  the 
changes  forced  the  Group  to  update  position  descriptions 
to  reflect  the  increased  responsibilities.  This  resulted  in 
position  upgrades  in  several  areas  and  an  associated 
increase  in  salary  and  benefits  cost. 

In  1993,  the  Group  created  a  formal  Resource  Management 
division.  Consequently,  the  cost  associated  with 
establishing  this  new  division  included  providing 
management  and  oversight,  developing  Resource 
Management  programs  and  taking  a  more  active  role  in  the 
federal  and  state  programs.  Adding  to  the  Resource 
Management  cost,  the  NPS  Service-wide  Resource  Careers 
initiative  resulted  in  grade  increases  for  some  resource 
management  staff. 

Finally,  in  the  early  1990s,  the  Group  began  a  shift  away 
from  its  previous  reliance  on  "soft  money"  to  fund  so- 
called  "permanent"  seasonal  employees  needed  to  meet 
operational  needs.  Consequently,  the  change  in  policy 
forced  the  Group  to  recognize  these  year-round  seasonals 
as  permanent  employees  and  pay  them  out  of  appropriated 
base  funds.  The  greater  number  of  permanent  employees 
increased  the  cost  of  salaries  and  benefits  and  temporarily 
reduced  the  number  of  seasonals  that  could  be  hired 
because  of  insufficient  funds.  Since  that  time,  the  seasonal 
workforce  has  increased,  but  without  commensurate  base 
budget  increases,  the  seasonals  have  been  paid  for  by 
lapsing  permanent  positions. 
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Analysis  of  Expenditures 


The  analysis  of  expenditures  chart  shown  below  considers 
all  fund  sources  including  appropriated  base,  appropriated 
non-base,  reimbursable  and  revenue  budgets  spent  by  the 
parks. 

As  expected,  Personnel  costs  generally  occupied  the 
highest  percentage  of  expenditures.  While  Personnel  costs 
increased  by  1 1  %  (above  inflation)  over  the  past  decade, 
Benefits  increased  by  48%  (above  inflation)  and  rose  from 
15%  of  Personnel  costs  in  FY1992  to  19%  in  FY2000. 

During  the  period,  Utilities  increased  by  838%  (above 
inflation).  However,  more  accurately  assigning  utilities 
expenses  to  the  appropriate  category  accounts  for  much  of 
this  rise.  Supplies  and  Equipment  have  also  risen  -  up  24% 
and  32%  respectively  (above  inflation).  Supplies  increased 
due  to  rising  fuel  costs,  which  have  historically  been 


assigned  to  this  category.  Increased  use  of  computers  and 
information  technology  make  up  a  majority  of  increasing 
Equipment  costs. 

In  three  of  the  last  10  years,  the  Group  incurred  significant 
Fixed  Asset  expenditures.  In  FY1992  and  FY1993,  the 
Group  spent  $3.7  million  and  $731,000  respectively  on  land 
acquisition  (Fixed  Assets)  at  Fort  Raleigh  National  Historic 
Site.  In  FY1998,  the  Group  constructed  sorely  needed  new 
park  housing  on  Ocracoke  Island  at  a  cost  of  $894,000. 

In  FY1999,  Other  Services  showed  a  significant  increase 
when  International  Chimney  Corp.  was  contracted  to 
move  the  Cape  Hatteras  Lighthouse  at  a  cost  of  $8.5 
million.  Other  Services  remained  higher  in  FY2000  and 
FY2001  while  lighthouse  relocation  activities  were 
completed. 
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The  Cape  Hatteras  Lighthouse  move  serves  as  an 
example  of  historic  structure  preservation  in  the  face  of 
eroding  shorelines. 
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■  Other 

■  Fixed  Assets 
Equipment 

■  Other  Services 

■  Supplies 

■  Utilities 
Travel 

■  Benefits 

■  Personnel 


FY92      FY93      FY94      FY95      FY96      FY97      FY98      FY99      FY00      FY01 
The  Outer  Banks  Group  total  expenditures  since  FY1992,  divided  among  nine  main  categories. 
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Visitation 


Overall,  Group  visitation  has  risen  significantly  over  the  past  20  years  further 
compounding  the  cumulative  impact  of  a  flat  appropriated  base  budget 
(inflation-adjusted)  and  steadily  rising  costs.  The  number  of  visitors  increased 
by  41  %  between  1980  and  2001 .  The  general  trend  of  increasing  visitation  is  a 
result  of  a  several  factors. 

The  peak  season  for  the  Group  has  traditionally  been  from  Memorial  Day  to 
Labor  Day  with  visitation  particularly  strong  on  the  weekends  when  the  parks 
draw  many  day-trippers  and  weekenders.  However,  the  Group  has  seen  a 
significant  increase  during  the  shoulder  seasons  in  recent  years  with  visitation 
ramping  up  as  early  as  mid-March  and  extending  into  November.  In  fact,  the 
Thanksgiving  holiday  weekend  is  beginning  to  rival  the  busiest  peak  season 
holiday  weekends  of  Memorial  Day,  Fourth  of  July  and  Labor  Day. 

In  general,  visitation  steadily  increased  throughout  the  late  1980s  and  1990s.  The 
strong  economy  resulted  in  more  people  taking  vacations  and  renting  or  buying 
summer  homes  in  popular  destinations  like  the  Outer  Banks.  The  Outer  Banks 
experienced  an  explosion  in  the  number  of  housing  starts  during  those  years, 
which  had  a  particular  impact  on  the  number  of  weekday  visitors.  Additionally, 


the  Outer  Banks  Visitors  Bureau  has  heavily  and  successfully  marketed  the  area 
as  a  family  vacation  spot  further  drawing  more  visitors  to  area  and  consequently 
to  the  parks  of  the  Outer  Banks  Group. 

While  visitation  to  the  Outer  Banks  Group  has  generally  increased,  the  chart 
below  shows  some  drops  in  visitation.  In  1984,  the  Group  conducted  a  visitation 
study  that  reduced  the  passenger-per-vehicle  ratio  used  to  estimate  the  number 
of  visitors  by  25  %  resulting  in  the  apparent  slowdown  in  visitation  in  that  year. 
In  1985,  Hurricanes  Gloria  and  Juan  passed  directly  through  the  Outer  Banks 
causing  significant  flooding  and  damage,  deterring  visitors  throughout  the  fall. 
In  1999,  the  State  completed  the  widening  of  US  158,  the  main  artery  feeding  the 
Outer  Banks  from  the  North,  and  the  partial  widening  of  US  64,  the  main  artery 
from  the  East,  from  two  to  four  lanes  making  it  easier  and  faster  for  visitors  to 
get  to  the  Outer  Banks.  During  1999,  two  hurricanes  hit  eastern  North  Carolina, 
Hurricanes  Dennis  and  Floyd.  While  the  Outer  Banks  Group  did  not  receive 
serious  damage,  the  perceived  damage  and  flooded  roads  in  the  eastern  part  of 
the  State  kept  many  people  away  during  1999  and  continued  to  slow  visitation 
through  2000. 


Historical  Visitation 
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Changes  in  visitation  at  the  Outer  Banks  Group  between  1980  and  2001. 
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Current  Park  Operations 


This  business  plan  differentiates  between  two  types  of 
expenditures:  Operations  &  Maintenance,  and 
Investments.  Operations  &  Maintenance  requirements  are 
those  funds  needed  to  carry  out  everyday  operations  at  a 
park  unit.  Some  examples  include  annual  payroll  costs, 
janitorial  operations,  and  managing  a  telecommunications 
network. 

On  the  other  hand,  investments  are  significant  one-time 
costs  that  parks  incur  in  order  to  fix  current  problems  or 
provide  for  future  park  development.  Investments  may 
include  projects  such  as  a  resource  inventory  necessary  to 
establish  a  credible  baseline  before  beginning  a  monitoring 
program  as  well  as  constructing  a  new  building.  This 
section  of  the  plan  focuses  on  the  Operations  & 
Maintenance  activities  of  the  park.  In  order  to  describe 
park  operations  for  this  business  plan,  park  activities  were 
divided  into  five  functional  areas,  which  describe  the  five 
areas  of  business  for  which  the  park  is  responsible.  The  five 
functional  areas  (see  text  box  at  right)  are: 


Resource  Protection 

Visitor  Experience  &  Enjoyment 

Facility  Operations 

Maintenance 

Management  &  Administration 


These  are  then  further  broken  down  into  35  programs  that 
more  precisely  describe  park  operations.  Programs  are 
general  in  order  to  cover  a  broad  suite  of  activities  that 
should  be  occurring  in  the  park. 

The  next  component  of  the  business  planning  process  is 
the  completion  of  a  detail  sheet  for  each  program.  These 
forms  describe  the  day-to-day  activities  occurring  in  the 
park  and  the  totality  of  financial  need  associated  with 
them. 

Statements  of  work  are  developed  to  describe  the  suite  of 
activities  encompassed  by  the  program.  Then  operational 
standards  are  generated  to  describe  the  duties  and 
responsibilities  required  to  meet  the  critical  functions  of 
the  program  as  stated  in  the  statement  of  work.  These 
standards  are  then  used  to  determine  the  total  financial 
resources  required  to  perform  the  standard  tasks  of  the 
program.  The  final  step  is  to  compare  current  park 
activities  to  the  operational  standards  to  identify  the  gaps 
between  required  and  available  resources. 

The  following  pages  discuss  each  of  the  functional  areas  in 
detail. 


Resource  Protection:  encompasses  all 
activities  related  to  the  management, 
preservation  and  protection  of  the  park's 
cultural  and  natural  resources.  Activities 
include  research,  restoration  efforts, 
species-specific  management  programs, 
wild  land  fire  management,  archives  and 
collections  management,  historic  site 
protection,  and  information  integration 
activities. 

Visitor  Experience  &  Enjoyment: 

includes  all  park  activities  directly  related 
to  providing  visitors  with  a  safe  and 
educational  experience  while  at  the  park. 
It  includes  all  interpretation,  visitor  center 
management,  interpretive  media,  in-park 
concessions  management,  fee  collection, 
and  visitor  safety  services. 

Facility  Operations:  includes  all  activities 
required  to  manage  and  operate  the  park's 
infrastructure  on  a  daily  basis.  Buildings, 
roads,  trails,  utilities,  and  campgrounds 
require  a  range  of  operational  activities 
from  basic  sanitation  to  snow  plowing  to 
water  testing. 

Maintenance:  includes  activities  directed 
solely  to  prolonging  the  life  of  park  assets 
and  infrastructure  through  substantial 
repair,  replacement  or  rehabilitation  of 
park  assets,  such  as  buildings,  roads, 
trails,  utilities,  fleet  vehicles,  and 
equipment. 

Management  &  Administration: 

encompasses  all  park  wide  management 
and  administrative  support  activities.  It 
includes  all  park  communications  and 
external  affairs  activities,  park  level 
planning,  human  resource  management, 
information  technology,  park  leadership, 
and  financial  management. 
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Resource  Protection 


Seasonal  Biological  Technician  Karen  Sayles  and  park 
volunteers  excavate  a  recently  hatched  sea  turtle  nest  to 
determine  the  hatching  success  rate. 


Resource  Protection  at  the  Outer  Banks  Group 
encompasses  activities  related  to  the  management, 
preservation,  and  protection  of  the  Group's  natural  and 
cultural  resources.  Natural  resource  management  includes 
research,  restoration  efforts,  species-specific  management 
programs,  wildland  fire  management  and  general  resource 
protection.  Cultural  resource  management  includes 
protection,  maintenance  and  management  of  historic 
structures,  cultural  landscapes,  documents,  artifacts  and 
the  Ocracoke  ponies.  Resource  Protection  also  includes 
the  law  enforcement  ranger  workload  required  to  protect 
the  resources  and  information  integration  activities  such  as 
the  continuing  development  and  maintenance  of  a 
Geographic  Information  System  (GIS). 

In  FY2001,  the  Group  spent  $1.2  million  on  its  Resource 
Protection  programs  and  had  20.3  FTE  available.  The 
business  planning  process  identified  a  funding  need  of  $2.5 
million  and  41.0  FTE  to  meet  the  essential  natural  and 
cultural  resource  operational  standards  of  the  Group.  This 
leaves  the  Resource  Protection  under-funded  by  54%. 

The  Group's  natural  resources  are  impacted  year-round  by 
recreational  visitation  such  as  fishing,  off-road  vehicles, 
camping,  and  general  tourism.  Additionally,  local  towns 
and  villages  continue  to  grow  and  consume  more  natural 
resources,  both  externally  and  internally,  as  the 
recreational  value  of  the  parks  increase.  Currently,  the 
Group  does  not  have  the  resources  to  properly  assess  the 
true  impact  of  these  threats.  With  the  additional  funding, 
the  Group  could  establish  and  maintain  monitoring  and 
management  programs  for  air  and  water  quality,  wildlife 
and  vegetation  impacts,  ocean  and  sound-side  shoreline 
evolution  and  wildland  fire  issues  such  as  maintenance  of 
fuel  breaks. 


Resource  Protection 
FY01  Expenditures  by  Program 
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Total  Required  I       Available 


40.99   $2,493,853    20.32    $1,157,423 


Shortfall 


FTE        Funds 
20.67    $1,336,430 


The  Group  is  responsible  for  monitoring  and  protecting 
several  federal  and  state-listed  species  that  are  found  and/or 
breed  within  the  boundaries  of  Cape  Hatteras  National 
Seashore.  The  species  include  the  threatened  piping  plover, 
loggerhead  turtle,  green  turtle,  the  endangered  leatherback 
turtle  and  seabeach  amaranth,  a  threatened  plant.  The 
Group's  efforts  have  been  concentrated  on  these  species 
while  several  other  sensitive  species  whose  regional 
populations  are  declining  or  of  unknown  status  have  not 
been  adequately  inventoried  and  monitored  due  to  a  lack  of 
resources.  These  include  the  Wilson's  plover,  common  tern 
and  least  tern,  gull-billed  tern,  black  skimmer,  American 
oystercatcher,  willet  and  dune  blue  curl,  a  state  listed  plant. 
Additional  funding  is  required  to  understand  the  true  status 
of  these  species  of  concern. 
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The  Group  is  responsible  for  managing  and  preserving  a 
rich  diversity  of  cultural  resources  and  history  ranging 
from  the  first  powered  flight  of  the  Wright  brothers  to  the 
first  attempted  English  Colony  at  Fort  Raleigh  to  the  three 
lighthouses  that  line  the  shores  of  Cape  Hatteras  National 
Seashore  including  the  tallest  and  most  recognized 
lighthouse  in  North  America.  The  richness  of  the  Group's 
cultural  resources  results  in  a  significant  workload 
required  to  properly  inspect,  preserve  and  catalogue  all  the 
associated  documents,  photos  and  artifacts.  Currently,  the 
Group  has  almost  56,000  objects  in  its  museum  collection 
with  a  further  18,000  in  backlog  waiting  to  be  accessioned 
and  catalogued.  With  new  objects  showing  up  annually 
and  increasing  interest  from  outside  researchers  and 
historians,  the  Group  needs  a  full-time  museum  curator 
and  archeologist  to  properly  meet  the  demands  of  the 


program.  Additionally,  the  Group  is  stretched  to  keep  up 
with  the  engineering,  restoration  and  maintenance 
workload  associated  with  its  44  historic  structures 
including  the  lighthouses  and  keeper  quarters,  Hatteras 
Weather  Bureau,  Little  Kinnakeet  Life  Saving  Station  and 
Wright  Brothers  Visitor  Center. 

The  sheer  length  of  shoreline  (74  miles)  and  wealth  of 
natural  and  cultural  resources  makes  adequate  protection 
of  these  resources  a  challenging  and  time-consuming 
responsibility  for  the  law  enforcement  rangers.  Currently, 
the  rangers  do  not  have  adequate  staff  to  meet  these 
demands.  Additional  funding  would  go  to  bolstering  the 
number  and  training  of  the  law  enforcement  rangers  to 
ensure  the  Group's  valued  and  historic  resources  remain 
safe. 


Cultural  Resource  Specialist  Doug  Stover  works  in  the  Group's  Museum  Resources  Center 
cleaning  an  archaeological  artifact  recovered  at  Fort  Raleigh  National  Historic  Site. 


Dawn  has  just  broken  at  Cape  Hatteras 
National  Seashore.  A  ranger  begins  the 
daily  patrol  to  find  sea  turtle  nests  laid  the 
previous  night.  An  hour  later,  the  ranger 
spots  two-foot  wide  tracks  leading  up  the 
beachface.  In  the  dark  of  night,  a 
threatened  loggerhead  turtle  hauled  her 
300-pound  body  up  the  beach  to  lay  100 
leathery  eggs  beneath  the  sand  before 
returning  to  the  sea. 

Sixty  to  100  nests  are  found  each  season. 
Cape  Hatteras  turtles  are  part  of  a 
genetically  distinct  population  of 
loggerheads.  Unlike  other  populations  of 
sea  turtles,  this  group  is  still  dwindling. 

For  two  months,  warm  sands  spur  egg 
development.  As  each  nest  approaches  its 
hatching  date,  park  staff  enlarge  posted 
closures  and  smooth  out  deep  ruts  left  by 
off-road  vehicles  to  give  the  2-inch  long 
hatchlings  an  expanse  of  undisturbed 
beach.  Filter  fence  is  also  erected  where 
growing  light  pollution  threatens  to 
disorient  the  young.  After  digging  up 
through  the  sand,  these  small  reptiles  are 
drawn  towards  the  ocean  where  only  a 
fraction  survive  a  multitude  of  natural  and 
human  related  threats.  A  female  must 
mature  25  years  before  she  can  return  to 
nest  in  attempts  to  keep  her  species  and 
unique  lineage  alive.  Let  us  hope  Cape 
Hatteras  will  still  be  able  to  offer  her  safe 
haven. 


Marcia  Lyons 

Resource  Management  Specialist 
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Visitor  Experience  and  Enjoyment 


Seasonal  Interpretive  Ranger  David  Korzilius  talks  to  park 
visitors  at  the  Hatteras  Island  Visitor  Center,  one  of  four 
visitor  centers  located  within  Cape  Hatteras  National 
Seashore. 


The  Outer  Banks  is  an  increasingly  popular  tourist 
attraction.  The  highly  publicized  Cape  Hatteras  Light 
Station  move  in  1999  and  the  Wright  Brothers  Centennial  in 
2003  have  heightened  interest  in  the  area.  With  annual 
visitation  steadily  increasing  and  the  shoulder  season 
expanding  into  early  March  and  late  November,  the 
Group's  ability  to  ensure  the  safety  and  enjoyment  of  its  3.5 
million  yearly  visitors  is  compromised  by  shortfalls  of  $3.2 
million  and  47.7  FTE  in  Visitor  Experience  and  Enjoyment 
(VEE). 

The  Visitor  Experience  and  Enjoyment  functional  area 
covers  a  wide  range  of  activities. 

Some  of  the  programs  that  are  included  are  Visitor  Safety 
Services,  Interpretation,  Concessions  Management, 
Education  and  Visitor  Use  Services.  These  programs  serve 
to  fulfill  one  of  the  Group's  greatest  goals,  which  is  to 
provide  for  a  safe  and  enjoyable  experience  for  its  visitors. 

Two  of  the  of  the  greatest  needs  are  in  Interpretation  and 
Visitor  Center  Operations,  which  have  a  deficit  of  12.2  and 
1 1.3  FTE  respectively.  Together  they  account  for  over  51%  of 
the  staffing  shortfall  in  Visitor  Experience  and  Enjoyment. 
As  a  result,  the  Group  cannot  staff  its  six  visitor  centers 
year-round  without  being  overly  reliant  on  the  help  of 
Eastern  National,  the  Outer  Banks  Visitors  Bureau  and 
volunteers.  Due  to  the  lack  of  staff,  many  interpretive  and 
educational  programs  have  been  eliminated,  and  programs 
are  not  offered  in  the  shoulder  seasons.  As  a  result,  visitors 
have  fewer  opportunities  to  participate  in  programs  and 
encounter  staff.  Moreover,  the  Group  lacks  formal 
education  programs  for  the  many  children  and  school 
groups  that  visit  the  three  parks  each  year.  Many  visitors 
never  attend  a  program,  but  the  Group's  lack  of  updated 
waysides  and  exhibits  is  also  inhibiting  its  ability  to 
properly  educate  and  inform  visitors  about  the  parks. 


Visitor  Experience  &  Enjoyment 
FY01  Expenditures  by  Program 
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Many  programs  are  must  be  held  on  their  porches,  which 
not  only  limits  the  number  of  participants  but  also  poses  a 
safety  hazard. 

Providing  visitor  safety  services  at  the  Outer  Banks  Group 
is  particularly  important.  The  parks  are  located  near 
several  highly  visited  and  growing  villages  and  towns.  The 
variety  of  water-  and  land-based  recreational  activities  in 
the  parks  creates  opportunity  for  visitor  safety  risk. 

Law  enforcement  rangers  patrol  over  31,000  acres  at  the 
three  Outer  Banks  parks  including  74  miles  of  seashore. 
Rangers  work  cooperatively,  under  concurrent 
jurisdiction,  with  at  least  eight  state  and  local  law 
enforcement  agencies  and  one  federal  agency  on  a  routine 
basis.  Additionally,  the  Group  provides  lifeguarding  at 
three  beaches,  search  and  rescue  services,  emergency 
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medical  services  and  mutual  aid  response  to  neighboring 
communities.  The  lifeguard  services  are  currently 
contracted,  but  the  Group  manages  the  contract  and 
ensures  the  safety  of  park  visitors  to  its  beaches. 

Law  enforcement  ranger  activities  span  a  number  of 
business  plan  programs  including  Visitor  Safety  Services, 
VEE  Management  and  Administration,  Cultural  Resource 
Management,  Natural  Resource  Management  and  Fee 
Collection.  As  a  result,  the  total  ranger  resource 
requirements  are  somewhat  hidden.  When  compiled 
together,  the  Group  spent  $1.1  million  on  ranger  programs 
in  FY2001  had  17.3  FTE  available.  This  FTE  was  actually 
performed  by  13  rangers  working  an  average  of  30% 
overtime  with  some  working  more  than  50%  overtime.  In 
order  to  meet  the  actual  need,  the  Group  needs  $2.3 
million,  a  106%  increase,  and  25.1  FTE,  an  increase  of  46%, 
which  equates  roughly  to  eight  additional  rangers  (or  12 
additional  rangers  when  adjusting  for  overtime). 


The  ranger  shortage  has  resulted  in  adverse  impacts  on 
personnel  and  resources.  This  is  evidenced  by  the  high 
percentage  of  overtime  worked  by  law  enforcement 
rangers  in  FY2001  and  the  increasing  damage  caused  by 
visitors  who  ignore  the  protected  dune,  sea  turtle  and  bird 
enclosures.  Additionally,  patrols  in  some  areas  of  the 
Group,  particularly  Fort  Raleigh  National  Historic  Site  and 
Wright  Brothers  National  Memorial,  are  infrequent  and 
irregular  leaving  many  areas  under-served  by  the  rangers 
and  placing  the  Group's  visitors  and  resources  at 
unnecessary  risk. 

The  growing  law  enforcement  and  interpretive  staff  also 
means  that  there  is  a  need  for  a  greater  number  of 
supervisors  and  support  staff  in  the  field.  This  has  resulted 
in  7.5  FTE  increase  in  management  and  administrative  staff 
in  this  area. 


Cape  Hatteras  National  Seashore  rests  on 
a  chain  of  barrier  islands  off  the  coast  of 
northeast  North  Carolina.  Its  geography 
and  history  have  been,  and  will  continue 
to  be,  influenced  by  the  forces  of  nature 
and  human  intervention.  As  a  result, 
change  is  constant  along  this  strip  of 
islands. 

The  formerly  isolated  communities  are 
expanding  as  the  year-round  population 
grows  and  more  tourists  visit  the  area. 
The  rise  of  technology  and  infrastructure 
has  resulted  in  a  significant  change  to  the 
islands'  once  sheltered  culture  and 
lifestyle. 

Nature  is  still  the  dominant  force  and 
wields  its  influence  as  the  islands 
continue  their  southwesterly  migration. 
Shoreline  erosion  and  shifting  inlets 
contrast  the  natural  succession  that  is 
occurring  as  trees  and  shrubs  reclaim  and 
stabilize  interior  portions  of  the  islands. 
Habitat  and  diversity  are  changing  as 
natural  and  manmade  forces  challenge 
each  other  along  the  sand  spit  known  as 
the  Outer  Banks. 

Park  managers  must  develop  a  proactive 
approach  to  meet  these  changes  while 
seeking  to  maintain  the  islands'  abundant 
natural  diversity.  Increasing  human 
populations  intensify  the  need  for 
resource  and  visitor  protection. 


Steve  Ryan 

Hatteras  Island  District  Ranger 


Law  Enforcement  Ranger  Bill  Hackett  provides 
information  to  a  park  visitor  while  patrolling  the  beach. 
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Facility  Operations 


Maintenance  Worker  Sylister  Berry  cleans  exhibits  at  the 
Fort  Raleigh  Visitor  Center. 


Facility  Operations  encompass  all  activities  that  are 
required  for  the  daily  operations  of  the  Group's  structures, 
utilities,  grounds,  trails,  roads,  and  transportation  systems, 
as  well  as  all  janitorial  and  campground  services.  The 
payment  of  utility  bills  and  managing  the  Government 
Services  Administration  (GSA)-leased  fleet  are  also 
included  in  this  area. 

These  programs  are  almost  exclusively  carried  out  by  the 
Facilities  Management  division,  which  is  also  responsible 
for  maintenance  activities.  The  division  must  cover  an  area 
of  approximately  100  miles  by  road  and  ferry,  resulting  in 
logistical  difficulties.  The  scope  of  work  is  large:  there  are 
190  buildings  and  housing  units,  522  acres  of  mowable 
grounds,  4  campgrounds,  91  miles  of  roads  and  11  miles  of 
trails,  and  water  and  sewer  lines  throughout  the  three 
parks. 

To  shorten  response  times,  staff  is  divided  among  each  of 
the  Group's  5  districts  -  Wright  Brothers,  Fort  Raleigh,  and 
Bodie,  Hatteras  and  Ocracoke  Islands.  As  a  result,  the 
Group  requires  a  relatively  large  Facilities  Operations  staff 
that  is  trained  in  a  wide  range  of  activities,  as  well  as  a 
significant  amount  of  equipment.  To  help  make  up  for 
some  shortfalls,  the  districts  share  some  large  equipment, 
such  as  graders,  and  professional  expertise,  such  as  HVAC 
specialists.  This  results  in  time  lost  "in  transit",  however,  as 
it  can  take  more  than  an  hour  to  travel  between  just  two 
districts.  The  long  distances  also  make  it  difficult  for  the 
staff  from  the  various  districts  to  communicate  and  share 
ideas;  modern  technologies  such  as  e-mail  alleviate  this 
problem  somewhat,  but  cannot  replace  personal  contact. 

The  business  planning  process  identified  a  need  for  $2.5 
million  and  34.6  FTE  to  meet  the  Group's  operating 
standards  for  Facility  Operations.  In  FY2001,  the  Group 
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was  able  to  spend  SI. 9  million  on  Facility  Operations 
programs  and  had  just  over  25  FTE  available,  leaving  this 
functional  area  22%  underfunded. 

The  growing  number  of  visitors  and  longer  shoulder 
season  is  resulting  in  a  greater  workload,  especially  in 
Janitorial  and  Grounds  Operations,  as  facilities  need  to  be 
cleaned  more  often  and  grounds  need  to  be  closely 
managed  for  a  longer  period  of  time.  Without  a 
corresponding  staff  increase,  these  programs  are  not 
always  meeting  all  of  their  operational  standards.  To  meet 
their  goals,  expenditures  in  Janitorial  and  Grounds 
Operations  will  have  to  increase  approximately  14  and  19%, 
respectively.  At  the  same  time,  Facilities  Operations 
reduces  costs  by  contracting  for  certain  operations,  such  as 
major  roadwork  and  sewage  pumping. 
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One  of  the  greatest  needs  is  in  Buildings  Operations. 
Several  existing  and  new  buildings  have  been  added  to  the 
Group's  care  over  the  past  several  years,  including  the 
Bodie  and  Ocracoke  Island  Lighthouses,  a  haulover  area 
and  new  visitor  facilities.  The  staff  has  not  increased, 
however,  so  the  program  is  not  meeting  many  of  its 
operational  standards.  The  shortfall  can  be  alleviated  with 
the  addition  of  $156,000  and  2.7  FTE. 

The  Management  and  Administration  program  also  has  a 
shortfall  of  approximately  50%.  These  "behind  the  scenes" 
duties  are  often  the  first  to  be  neglected  during  staff 
shortages.  As  a  result,  many  of  the  standards  for  planning 
and  supervision  are  not  being  met.  In  addition,  many  tasks, 
such  as  engineering  work,  cannot  be  done  in-house.  There 
is  a  need  for  additional  dedicated  field  supervisors  and 
engineers  for  this  functional  area  to  operate  more 
efficiently. 

As  the  shortfalls  in  park -wide  staff  are  resolved,  the  number 
of  park-owned  and  GSA-leased  vehicles  will  increase.  In 
FY2001,  there  were  66  vehicles  for  approximately  120  FTE. 
Vehicles  are  critical  to  park  operations  given  the  linear  and 


logistical  difficulties  of  the  park.  Doubling  the  staff  may 
result  in  approximately  30  additional  vehicles.  In  order  to 
accommodate  the  added  workload  and  meet  all  its 
operational  standards,  expenditures  associated  with 
Transportation  Systems  and  Fleet  Operations  will  have  to 
increase  by  roughly  $100,000,  which  will  pay  for 
approximately  one  additional  FTE  as  well  as  other  costs. 

One  of  the  tasks  of  the  Utilities  Operations  program  is  to 
manage  utility  bill  payments.  Historically,  utility  bills  have 
not  been  charged  to  the  program  incurring  the  charges.  To 
provide  a  more  complete  picture  of  actual  operational 
needs,  the  Business  Plan  is  budgeting  individual  programs 
for  these  costs,  which  helps  explain  this  program's  very 
small  deficit. 

The  weather  conditions  on  the  Outer  Banks  also  pose 
unique  challenges  to  the  staff.  The  region  averages  at  least 
one  hurricane  and  Nor'easter  every  year,  as  well  as 
numerous  other  storms,  significantly  driving  up  the  costs 
of  managing  the  parks'  structures,  roads  and  utilities, 
including  planning,  preparing  and  recovering  from  these 
events. 


Terry  Brown  provides  budget  and  administrative 
support  for  the  headquarters  Facility  Management 
office. 


In  1862,  under  the  command  of  General 
Ambrose  E.  Burnside,  Union  forces  took 
control  of  the  Outer  Banks  at  the  battle  of 
Roanoke  Island.  The  land  captured  in 
this  battle  was  initially  used  by  the  Union 
to  provide  protection  and  freedom  for 
escaped  slaves.  Word  quickly  spread 
throughout  the  South  that  if  slaves  could 
make  their  way  to  Roanoke  Island,  they 
would  find  safe  haven  from  their  masters 
behind  Union  lines. 

Many  slaves  found  their  was  to  the  Island. 
Some  chose  to  continue  northward,  while 
many  remained.  The  number  of 
'contraband'  quickly  grew  to  exceed 
available  housing.  To  remedy  the 
situation  a  camp  was  established  for  the 
runaways.  This  camp  -  the  Freedmen's 
Colony  of  Roanoke  Island  -  came  to  serve 
as  a  model  for  future  colonies. 

In  1866  all  properties  confiscated  in  the 
War  were  returned  to  the  original  owners, 
and  the  colony  was  dismantled.  After 
getting  permission  from  the  Freedmen's 
Bureau,  approximately  300  freedmen, 
who  had  been  born  and  reared  on 
Roanoke  Island,  resumed  residency  there 
to  work  and  raise  their  families.  Many  of 
their  descendants  live  on  Roanoke  Island 
today. 

The  Freedmen's  story  is  one  of  the  new 
legislated  themes  at  Fort  Raleigh  National 
Historic  Site.  With  our  partner  group,  the 
Freedmen's  Colony  Celebration 
Committee,  we  have  made  much  headway 
in  introducing  this  inspiring  story  to  our 
communities  and  visitors. 

Doug  Stover 

Cultural  Resource  Specialist 
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Maintenance 


Maintenance  Worker  Billy  Garnsh  services  a  tractor  at 
the  Ocracoke  Island  Maintenance  yard. 


Maintenance  includes  all  activities  that  prolong  the  useful 
life  of  the  Group's  assets,  which  include  190  buildings  and 
housing  units,  11  miles  of  trails,  92  miles  of  roads,  18  beach 
ramps,  66  fleet  vehicles  and  utility  systems.  The  work 
includes  cyclic  and  routine  maintenance  activities, 
including  preventative  maintenance. 

Facility  Operations  and  Maintenance  activities  are  jointly 
carried  out  by  the  Group's  Facilities  Management  division. 
The  staff  is  divided  into  five  districts  to  reduce  travel  times, 
though  the  districts  must  still  share  some  expertise  and 
equipment,  resulting  in  time  lost  "in  transit".  The  long 
distances  also  make  it  difficult  for  staff  from  the  various 
districts  to  communicate  regularly. 

The  business  planning  process  identified  a  need  for  $2.1 
million  and  21.9  FTE  to  meet  the  Group's  operating 
standards  for  Maintenance.  In  FY2001,  the  Group  spent 
almost  $824,000  on  its  Maintenance  programs  and  had  10.7 
FTE  available,  leaving  this  area  62%  underfunded. 

The  combination  of  increasing  visitation  and  the  growing 
shoulder  season  has  resulted  in  a  significant  number  of 
park  visitors  from  early  March  through  late  November. 
This  has  increased  the  workload,  as  the  staff  has  to  spend 
more  time  in  day-to-day  upkeep,  such  as  Janitorial  and 
Grounds  Operations.  Historically,  many  of  the  cyclic  and 
preventative  maintenance  activities  were  performed  in  the 
off-season,  which  is  becoming  shorter  every  year.  At  the 
same  time,  the  number  of  both  new  and  historic  facilities 
under  the  Group's  care,  such  as  the  Bodie  and  Ocracoke 
Island  Lighthouses  and  new  visitor  use  facilities,  has  been 
increasing.  As  a  result,  more  maintenance  activities  are 
being  deferred  for  lack  of  staff  and  time.  Without  timely 
cyclic  maintenance  activities,  many  structures  have 
reached,  or  are  moving  towards,  a  point  of  such  great 
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disrepair  that  project  funding  must  now  be  sought  to 
complete  major  repair  and  rehabilitation.  The  Buildings 
Maintenance  program,  therefore,  is  experiencing  one  of 
the  greatest  shortfalls,  requiring  another  $240,000  to  meet 
all  of  its  standards.  Funding  this  shortfall  will  be 
significantly  more  cost-effective  than  the  current  situation. 
For  example,  the  2001  project  request  for  cyclic 
preservation  and  maintenance  of  the  Hatteras  Island  Light 
Station  Principal  and  Double  Keepers  Quarters  alone 
totaled  over  $204,000;  this  is  just  one  of  the  dozens  such 
investment  requests  that  the  parks  must  make  each  year. 

The  Utilities  Maintenance  program  is  facing  similar 
problems  and  deferring  many  maintenance  activities.  This 
is  resulting  in  more  frequent  breakdowns  of  HVAC  systems 
and  other  utilities.  In  order  to  adequately  meet  all  of  its 
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standards,  this  program  will  need  to  more  than  double  its 
current  resources,  including  2.6  additional  FTE.  One  of  the 
most  important  consequences  of  these  shortfalls  is  that  the 
Group  is  unable  to  meet  one  of  its  biggest  goals,  which  are 
to  provide  for  safe  and  enjoyable  facilities  for  visitors  and 
staff. 

As  with  Facility  Operations,  many  of  the  management  and 
administrative  duties  are  being  neglected  to  make  up  for 
staff  shortages.  Increasing  the  field  staff  will  allow 
supervisors  and  management  to  devote  more  time  to 
managing  personnel  and  planning  for  future  activities.  In 
addition,  it  will  allow  for  more  frequent  communication 
between  supervisors  from  the  various  districts  and 
functional  areas.  In  addition,  adding  more  in-house 
expertise,  such  as  civil  engineers,  can  result  in  cost  savings 
from  having  fewer  expensive  contracts  and  better 
planning. 

One  result  of  increasing  the  staff  throughout  the  Group  to 
meet  operational  standards  is  that  more  GSA  and  park- 


owned  vehicles  will  be  needed.  Increasing  the  number  of 
fleet  vehicles  from  66  to  the  estimated  95  needed  will  result 
in  a  significant  increase  in  funds  and  staff  time  devoted  to 
fleet  maintenance.  Similar  to  the  case  with  buildings  and 
utilities,  many  vehicles  are  also  not  being  adequately 
maintained.  Furthermore,  the  trucks  and  SUV's  required 
for  beach  driving  are  more  expensive  to  maintain  than 
smaller  cars.  The  Group  therefore  expects  transportation 
and  fleet  maintenance  expenditures  to  increase  to  over 
$500,000  per  year. 

The  unique  weather  and  climactic  conditions  on  the  Outer 
Banks  also  add  to  the  maintenance  challenges.  The  salty  air 
makes  additional  maintenance,  such  as  more  frequent 
painting  and  cleaning,  necessary  to  prevent  premature 
rusting  and  other  negative  effects.  Furthermore,  the  harsh 
weather  conditions  and  frequent  storms  add  to  the 
challenges  of  ensuring  a  maximum  lifespan  for  the  Group's 
buildings  and  other  infrastructure. 


Each  of  the  islands  on  the  Cape  Hatteras 
National  Seashore  -  Bodie,  Hatteras  and 
Ocracoke  -  has  a  lighthouse  that  is  unique 
and  played  a  vital  role  in  maritime  history. 
They  all  present  opportunities  and 
challenges  in  their  preservation. 

The  park  is  looking  at  all  three  (Bodie 
Island  (1872),  Ocracoke  (1823),  Cape 
Hatteras  (1871))  lighthouses  in  an  effort  to 
properly  preserve  them.  The  Cape 
Hatteras  Lighthouse  -  the  tallest  brick 
lighthouse  in  the  U.S.  -  is  normally  open 
to  visitors  for  climbing.  On  the  other 
hand,  only  the  base  of  the  Bodie  Island 
Lighthouse  is  open  to  visitors,  while  the 
Ocracoke  Lighthouse  is  not  open  at  this 
time. 

Many  questions  must  be  answered  prior 
to  the  development  of  a  Lighthouse 
Preservation  and  Operation  Plan.  Some 
concerns  include:  structural  integrity, 
shoreline  erosion,  salt  air,  winds,  planned 
use  and  its  impact  on  the  structures, 
safety,  staffing,  and  maintenance. 

These  issues  are  being  looked  at,  both  in 
the  long  and  short  term,  for  the  proper 
preservation  treatment  and  operation. 
Hopefully  our  "Lighthouse  Preservation 
and  Operation  Plan"  will  be  complete  in 
the  near  future. 


George  Perrot 

Historic  Preservation  Specialist 


The  National  Guard  helps  Bodie  Island 
maintenance  staff  in  post  hurricane 
cleanup. 
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Management  and  Administration 


Special  Park  Uses  Coordinator  Steve  Thompson  processes 
permits  for  fishing  tournaments,  weddings,  surfing 
contests,  boardwalks,  and  many  other  requests. 


The  Management  and  Administration  area  includes  all 
Group-wide  management  and  planning  activities,  which 
includes  not  includes  financial  management,  general 
management  and  administration,  but  also 
communications,  information  technology  (IT),  external 
affairs,  human  resources  activities,  park-wide  safety  and  all 
aspects  of  park  planning. 

The  business  planning  process  identified  a  need  for  almost 
$2.9  million  and  36.7  FTE  to  meet  the  Group's  operating 
standards  for  Management  and  Administration.  In  FY2001, 
the  Group  spent  approximately  $1  million  on  its 
Management  and  Administration  programs  and  had 
approximately  15.1  FTE  available,  leaving  this  area  60% 
underfunded. 

The  greatest  shortage  in  this  area  is  the  Communications 
program,  which  includes  computer,  IT,  phone  systems, 
alarms,  dispatch  and  the  Group's  websites.  This  program 
accounts  for  25%  of  the  additional  needs  required  in  the 
Management  and  Administration  area.  Throughout  the 
National  Park  Service,  computer,  and  IT  duties  have 
historically  been  collateral  duties  assigned  to  one  or  more 
staff  persons.  Due  to  the  competition  with  private  sector 
positions,  government  IT  personnel  have  also  had  higher 
pay  levels  than  many  other  employees.  With  the  increasing 
reliance  on  computers  and  network  technology  park-wide, 
the  Group  is  in  need  of  dedicated  personnel  in  this 
program.  In  addition  to  a  staff  person  at  Headquarters,  this 
also  includes  staff  time  throughout  the  three  parks  to 
account  for  the  Group's  geographic  range. 

The  radio  dispatch  service  is  another  important  issue  for 
the  Group.  These  services  are  currently  carried  out  by  the 
Dare  and  Hyde  County  sheriff's  departments.  By  creating 
its  own  dispatch  service,  the  Group  will  be  able  to  shorten 


Management  &  Administration 
FY01  Expenditures  by  Program 
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emergency  response  times  and  provide  more  reliable  law 
enforcement  services  in  the  long  term,  thereby  better 
protecting  the  Group's  visitors  and  resources.  To  reduce 
the  costs  of  such  a  service,  the  plan  includes  sharing  it  with 
the  U.S.  Fish  &  Wildlife  Service,  which  has  a  number  of 
wildlife  refuges  in  the  region. 

Another  new,  but  necessary,  program  included  in  the 
Management  and  Administration  is  Park-wide  Safety.  At 
this  point,  the  Group  has  not  done  safety  assessments  of 
the  various  activities  carried  out  at  the  parks  by  staff  and 
visitors.  By  establishing  a  park-wide  safety  team,  the  parks 
can  determine  how  to  better  protect  staff  and  visitors. 
These  Job  Hazard  Analyses  must  be  completed  for  each  of 
the  hundreds  of  activities  at  the  park.  The  Park-wide  Safety 
program  also  includes  terrorism  planning,  which  has 
greatly  increased  in  its  importance  since  the  September  11th, 
2001  attacks.  With  74  miles  of  beaches,  highly  recognizable 
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American  icons,  such  as  the  Cape  Hatteras  Lighthouse,  the 
Group  is  quite  vulnerable  to  terrorist  attacks.  Park-wide 
Safety  planning  accounts  for  almost  25%  of  the  overall 
shortfall  in  the  Management  and  Administration  area. 

The  Group's  planning  activities,  which  includes  both 
structural  and  programmatic  planning,  are  also  relatively 
minimal  at  this  time  due  to  staff  and  financial  constraints. 
The  increasing  visitation,  responsibilities  and  mandates  of 
the  Group's  parks  highlight  the  need  for  additional  staff 
time  to  focus  on  the  future  of  the  park  as  well  as  ensure 
compliance  with  all  the  local,  state  and  federal  mandates. 
Increased  planning  activities  will  also  help  ensure  that  the 
new  buildings  and  land  acquisitions  further  the  missions  of 
the  parks. 

Over  the  last  decade,  an  increasing  number  of  activities 
previously  carried  out  by  the  Regional  and  Washington 


Offices  must  now  be  carried  out  in-house,  including  many 
financial  management  and  human  resource  activities.  The 
resource  increases  required  in  the  Resource  Protection, 
Visitor  Experience  and  Enjoyment,  Facility  Operations  and 
Maintenance  areas  also  adds  to  the  workloads  of  many 
support  programs,  especially  for  the  Human  Resources 
activities  with  the  General  Management  program.  In  fact, 
the  additional  HR  staff  required  to  manage  the  additional 
staff  accounts  for  over  50%  of  the  needed  increase  in  this 
program. 

Additional  staff  also  results  in  an  increased  need  for 
administrative  support  throughout  the  Group.  At  this  time, 
such  support  is  relatively  thin  outside  of  Headquarters. 
The  plan  calls  for  additional  support  staff  throughout  the 
field  to  allow  the  parks  to  operate  more  efficiently. 


In  December  1903,  on  the  sand  flats  of 
Kitty  Hawk,  North  Carolina,  the  Wright 
brothers  achieved  the  milestone  of 
manned,  controlled,  powered  flight. 
Excitement  is  building  in  anticipation  of  a 
celebration  of  the  100th  anniversary  of  this 
first  powered  flight,  at  the  site  where  the 
Wright  brothers  first  flew. 

The  Outer  Banks  Group  is  taking  the  lead 
in  organizing  the  many  people  and 
organizations  that  want  to  make  the 
centennial  an  outstanding  celebration. 
Beginning  on  December  1 7, 2002,  with  the 
99th  anniversary  of  flight,  the  Group  will 
kick  off  the  year-long  centennial  celebra- 
tion. Each  month  during  2003,  the  park 
will  host  speakers,  exhibits  and  thousands 
of  visitors  leading  up  to  the  five-day,  first 
flight  centennial  extravaganza  slated  for 
December  13 -17,2003. 

Millions  of  people  will  journey  from 
around  the  globe  to  Wright  Brothers 
National  Memorial  to  share  in  the 
incredible  story  of  perseverance  of  the 
Wright  brothers,  their  invention  of  the 
airplane  and  the  magnificent  impact  that 
aviation  has  had  on  our  century. 


Lola  Hilton 

Wright  Brothers  Centennial  Events 


The  newly  installed  LAN  system,  which  has 
greatly  increased  staff  efficiency,  is 
monitored  by  Information  Management 
Specialist  Linda  Pearce. 
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Financials 

Summary  Financial  Statement 


FY01  Expenditures  by  Fund  Source 

Reimbursable     Revenue 
1 

Appropriated 
Non-base 


The  Group's  FY2001  expenditures, 
according  to  the  four  main  funding 
categories. 


Total  Outer  Banks  Group  expenditures  in  FY2001  were 
almost  $7.3  million  for  operations  and  maintenance  with 
81%  covered  by  the  Group's  appropriated  base.  Visitor 
Experience  and  Enjoyment  (VEE)  received  the  largest 
share  of  funds  at  $2.2  million  (31%  of  the  total)  followed 
closely  by  Facility  Operations  at  $1.9  million  (26%  of  the 
total).  Maintenance  received  the  least  at  0.8  million  (11%  of 
the  total).  However,  when  combined,  Facility  Operations 
and  Maintenance  made  up  the  Group's  largest  budget  area 
at  $2.7  million  (38%  of  the  total). 

The  Group's  unmet  operational  funding  need  of  nearly 
$8.2  million  represents  a  53%  shortfall  in  the  total  required 
budget  of  $15.4  million.  By  Functional  Area,  the  greatest 
proportional  unmet  need  is  in  Maintenance  with  a  62% 
funding  shortfall.  In  contrast,  Facility  Operations  has  the 
smallest  relative  unmet  need  at  21%.  This  reflects  both  a 
shortage  of  resources  and  a  conscious  shift  away  from 
reactive  facility  operations  to  more  proactive  maintenance 
activities. 

By  absolute  dollar  amount,  Visitor  Experience  and 
Enjoyment  has  the  greatest  unmet  need  at  over  $3.1  million. 
Almost  80%  of  this  shortfall  comes  from  the  resource 
stretched  programs  of  Visitor  Safety  Services,  VEE 
Management  and  Administration,  Interpretation  and 
Visitor  Center  Operations.  Management  and 
Administration  shows  a  shortage  of  $1.7  million  with  a  full 
68%  due  to  significant  deficits  in  the  Planning  (particularly 
structural  planning),  Communications  (including  radio, 
dispatch  and  information  technology)  and  Park-wide 
Safety  programs.  Resource  Protection  also  has  a  significant 
unmet  need  of  $  1 .3  million,  which  is  predominately  due  to 
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shortfalls  in  the  Cultural  and  Natural  Resource 
Management  programs. 

Of  the  Group's  $8.2  million  total  shortfall,  more  than  75%, 
or  $6.1  million,  is  needed  for  additional  personnel.  This 
translates  to  an  additional  110  FTE.  By  Functional  Area,  the 
greatest  and  least  proportional  FTE  needs  are  again  in 
Maintenance  at  105%  and  Facility  Operations  at  37% 
illustrating  the  transition  from  a  reactive  to  proactive  focus. 
Visitor  Experience  and  Enjoyment  shows  the  largest 
absolute  need,  requiring  almost  48  new  FTE,  including  12 
Interpretation  and  13  Visitor  Center  FTE. 
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This  financial  statement  has  been 
prepared  from  the  books  and  records 
of  the  National  Park  Service  in 
accordance  with  NPS  accounting 
policies.  The  resources  available 
reflect  the  total  operations  and 
maintenance  expenses  incurred  by  the 
park  during  fiscal  year  2001,  the  last 
complete  fiscal  year.  The  resources 
required  represent  the  funding  needed 
to  operate  the  park  while  fully  meeting 
operational  standards  as  defined  in 
business  plan  supporting 
documentation.  Program 
requirements  are  presented  as  a  five- 
year  planning  tool  based  on  salary  and 
wage  tables  from  the  same  fiscal  year, 
given  current  resource  inventories, 
and  the  current  park  infrastructure. 
Changes  resulting  from  one-time 
projects  and  capital  improvements 
(e.g.  investments)  may  have  a  resulting 
impact  on  the  operational 
requirements  presented. 

The  value  of  donated  materials  and  in- 
kind  services  is  not  included  as  an 
available  resource  in  the  financial 
summary  because  these  materials  and 
services  are  not  only  used  for  required 
operations.  See  page  28  for 
information  on  the  valuation  of  work 
performed  by  volunteers. 

The  financial  statement  presents  the 
available  and  required  resources  for 
the  operational  activities  of  the  park 
only.  Investment  expenditures  for 
capital  improvements  or  other  one- 
time projects  are  not  accounted  for  in 
this  statement.  For  information  on  the 
park's  investment  expenditures,  see 
page  30. 
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Volunteer  Analysis 


The  Cape  Hatteras  Anglers  Club,  a  volunteer  group  with 
the  park,  helps  present  the  "Fish  with  a  Ranger" 
interpretive  program  for  the  public. 


Volunteers  play  a  valuable  role  in  park  operations,  as  they 
help  make  up  for  the  significant  staff  shortfalls  at  the  Outer 
Banks  Group.  Volunteers  help  ensure  a  more  enjoyable 
experience  for  the  Group's  over  3  million  visitors.  One 
hundred  and  forty-seven  volunteers  donated  42,847  hours 
to  the  Outer  Banks  Group  in  FY2001  -  equivalent  to  20.6 
full-time  employees.  Almost  30,000  hours  (70%)  were 
spent  at  the  Cape  Hatteras  Lighthouse  and  the  Wright 
Brothers  visitor  center.  Another  7,500  hours  (18%)  were 
spent  doing  maintenance  activities,  with  an  additional  960 
hours  spent  at  the  Frisco  campground. 

The  Resource  Management  division  also  uses  a  number  of 
volunteers,  which  include  Student  Conservation 
Association  interns.  In  FY2001,  four  SCA  interns  worked 
over  1,400  of  the  4,100  volunteer-hours  in  Resource 
Management.  The  SCA  interns  are  financed  through 
donations  from  the  North  Carolina  Beach  Buggy 
Association,  Eastern  National  and  other  groups. 
Interpretation,  Maintenance  and  Resource  Management 
accounted  for  97%  of  volunteer  hours  in  FY2001.  The 
Group's  Volunteers  in  Parks  program  is  currently  managed 
by  a  subject-to-furlough  Volunteer  Coordinator. 

The  National  Park  Service  valued  the  work  of  volunteers  at 
$15.31  per  hour  in  FY2001,  resulting  in  total  benefits  of 
$655,988  that  year.  Volunteers  are  not  completely  free  of 
cost,  however:  in  addition  to  the  costs  associated  with 
management  and  supervision,  they  generally  receive  a 
small  reimbursement  for  food,  lodging  and  mileage  costs. 
These  reimbursements  totaled  $14,599  in  FY2001,  of  which 
more  than  40%  of  which  was  spent  on  lodging  and  another 
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25%  on  meals.  The  Group  tries  to  minimize  these  costs  by 
using  local  residents  as  often  as  possible:  an  estimated  70% 
of  volunteers  are  Outer  Banks  residents.  The  Group 
estimates  that  the  total  cost  of  volunteers,  including 
reimbursements  and  supervision,  was  $42,000  in  FY2001. 
Subtracting  this  figure  from  the  total  benefits  of  $655,988 
leaves  a  total  net  benefit  of  $613,988  for  volunteers' 
contributions. 
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Government  Performance  and  Results  Act 


GPRA  Mission  Goals 


The  objective  of  the  Government 
Performance  and  Results  Act,  which 
was  passed  by  Congress  in  1993,  is  to 
increase  accountability  among  all 
government  agencies  through  goal 
setting  at  every  level.  Business 
planning  is  a  forum  for  understanding 
and  managing  programs  in  order  to 
best  achieve  the  Group's  GPRA  goals. 
During  the  business  planning  process, 
managers  allocated  the  total  resources 
for  each  program  to  one  or  more  of 
the  nine  NPS  GPRA  goals  (see  text 
box  at  right). 

This  chart  summarizes  the  results, 
indicating  the  total  available  resources 
and  the  shortfalls  for  each  goal  in 
FY2001.  The  greatest  needs  were  in 
Category  II:  only  $3.6  of  the 
approximately  $6.9  million  needed  to 
achieve  these  goals  was  available  -  a 
48%  shortfall.  This  concurs  with  the 
greatest  needs  of  the  Group,  which  is 
to  improve  the  visitor  experience  by 
increasing  Interpretation,  Law 
Enforcement,  Resource  Management 
and  Preventative  Maintenance.  Goals 
IA  and  B  had  a  46%  shortfall  with 
only  $1.3  million  available  compared  to 
the  $2.4  million  needed.  The  deficits 


relate  primarily  to  Resource 
Management  and  Law  Enforcement 
activities  -  areas  that  are  currently 
unable  to  meet  their  operational 
standards.  The  Group  uses  a  large 
number  of  volunteers  to  help  make  up 
for  some  these  shortfalls,  though 
significant  shortages  remain.  Finally, 
Goal  IVA,  which  relates  to 
management  and  technology,  shows  a 
55%  shortfall,  highlighting  the 
Group's  inability  to  keep  up  with 
technological  advances.  Less  than  2% 
of  the  operational  needs  -  $222,5 16  - 
was  allocated  to  Category  III,  largely 
because  partnership  programs  are 
generally  not  costly  and  can  even 
result  in  savings.  For  example,  the 
Group  uses  partnerships  with  the  U.S. 
Fish  and  Wildlife  Service  and  the 
Outer  Banks  Visitors  Bureau  to  help 
reduce  some  of  its  costs. 

Despite  such  measures,  the  parks  still 
do  not  have  adequate  resources  to 
ensure  that  visitor  safety  and 
enjoyment  needs  are  being  met,  nor 
that  they  are  able  to  sufficiently 
protect  their  cultural  and  natural 
resources,  two  core  elements  of  the 
parks'  missions. 


I.  Preserve  Park  Resources 

a.  Natural  and  Cultural  resources  and 
associated  values  are  protected, 
restored,  and  maintained  in  good 
condition  and  managed  within  their 
broader  ecosystem  and  cultural 
context. 

b.  The  National  Park  Service  contributes 
to  knowledge  about  natural  and  cultural 
resources  and  associated  values; 
management  decisions  about  resources 
and  visitors  are  based  on  adequate 
scholarly  and  scientific  information. 

II.  Provide  for  the  Public  Enjoyment  and 
Visitor  Experience  of  Parks 

a.  Visitors  safely  enjoy  and  are  satisfied 
with  the  availability,  accessibility, 
diversity,  and  quality  of  park  facilities, 
services,  and  appropriate  recreational 
opportunities. 

b.  Park  visitors  and  the  general  public 
understand  and  appreciate  the 
preservation  of  parks  and  their  resources 
for  this  and  future  generations. 


III.  Strengthen  and  Preserve  Natural 
and  Cultural  Resources  and  Enhance 
Recreational  Opportunities  Managed 
by  Partners 

a.  Natural  and  cultural  resources  are 
conserved  through  formal  partnership 
programs. 

b.  Through  partnerships  with  other 
federal,  state,  and  local  agencies  and 
nonprofit  organizations,  a  nationwide 
system  of  parks,  open  space,  rivers  and 
trails  provides  educational,  recreational, 
and  conservation  benefits  for  the 
American  people. 

c.  Assisted  through  federal  funds  and 
programs,  the  protection  of  recreational 
opportunities  is  achieved  through  formal 
mechanisms  to  ensure  continued  access 
for  public  recreational  use. 

IV.  Ensure  Organizational  Effectiveness 

a.  The  National  Park  Service  uses  current 
management  practices,  systems,  and 
technologies  to  accomplish  its  mission. 

b.  The  National  Park  Service  increases  its 
managerial  resources  through  initiatives 
and  support  from  other  agencies, 
organizations,  and  individuals. 
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Funded  Investments 


Masons  from  San  Juan  National  Historic  Site  were 
detailed  to  assist  in  the  stabilization  of  the  Hatteras 
Weather  Bureau  rather  than  contracting  the  work,  thus 
saving  needed  project  funds. 


In  FY2001,  the  Outer  Banks  Group  spent  $2.1  million  of 
appropriated  non-base  and  special  funds  on  investment 
projects.  An  overview  of  the  most  significant  investments  is 
listed  below. 

Rehabilitated  Wright  Brothers  National  Memorial 
Historic  Visitor  Center  Roof  ($763,800) 
Continual  roof  leaks  prompted  closure  of  the  visitor  center 
due  to  health  and  safety  risks  to  employees  and  visitors. 
The  project  partially  rehabilitated  the  existing  roof. 

Stabilized  Historic  Hatteras  Weather  Bureau  Station 

($345,000) 

The  structure  was  in  a  state  of  severe  deterioration.  The 
Group  stabilized  the  structure  and  corrected  safety  and 
health  issues. 

Replaced  Park -wide  Radio  System  (Phase  II)  ($205,000) 
Replacement  of  aging  equipment  addresses  employee 
safety,  increases  Group  efficiency,  and  ensures  compliance 
with  federal  law  to  convert  to  digital  narrowband 
technology. 

Recovered  Cost  of  Cape  Hatteras  Lighthouse  Tours 

($182,500) 

With  the  opening  of  the  lighthouse,  the  Group  needed  to 
develop  programs  related  to  the  associated  history  and 
cultural  heritage. 

Determined  Natural  Resource  Impacts  from 
Recreational  Use  ($35,000) 

The  project  identified  current  research  with  relevant 
application  to  issues  of  natural  resource  impacts  important 
for  proactive  recreational  use  management. 


Managed  Feral  Cat  Population  ($35,000) 
Feral  cats  cause  impact  certain  National  Seashore 
resources  and  needed  to  be  managed  to  protect  federally 
threatened  species  and  State  Listed  Species  of  Concern. 

Treated  Artifacts  and  Specimens  at  Wright  Brothers 
National  Memorial  ($30,000) 

The  museum  collection  was  deteriorating.  Conservation 
treatment  removed  harmful  substances,  stabilized  loose 
fragments  and  addressed  other  impacts. 

Installed  Dust  Collection  Systems  in  Maintenance 

Shops  ($21,000) 

Maintenance  complexes  and  carpenter  shops  at  Cape 
Hatteras  National  Seashore  failed  to  meet  OSHA 
requirements.  The  installation  of  the  systems  eliminates  the 
need  for  respirators  and  puts  the  Group  in  compliance. 

Implemented  Technology  Equipment  to  Enhance 

Training  ($15,500) 

The  Group  implemented  equipment  to  provide  enable 
distance-learning  events  and  reduce  the  need  for  and  cost 
of  offsite  travel  for  training. 
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Priorities  and  Strategies 

Operations  and  Maintenance  Priorities 


The  Operations  and  Maintenance  Priorities  describe  the 
top  priorities  among  the  currently  unfunded  annual 
operations  for  the  Group.  The  priorities  reflect  the  critical 
shortfalls  in  most  park  programs  resulting  from  the  lack  of 
a  significant  base  increase  in  two  decades  combined  with 
increased  visitation  and  responsibilities.  Operational 
deficiencies  are  grouped  by  park  to  reflect  their  different 
missions  and  activities.  The  dollar  figures  represent  the 
annual  funding  needs  for  that  program.  Each  "package" 
would  improve  the  parks'  abilities  to  achieve  their  missions 
and  goals. 

Cape  Hatteras  National  Seashore 

1.  Provide  Patrols  to  Protect  Visitors,  Preserve  Resources, 
and  Deter  Terrorism  ($956,000) 

The  greatest  operational  deficiency  for  the  Cape  Hatteras 
National  Seashore  is  its  inability  to  adequately  protect 
visitors  and  preserve  resources.  The  lack  of  law 
enforcement  staff  has  resulted  in  sharp  increases  in 
misdemeanors,  felonies  and  violent  crimes  in  recent  years. 
Correcting  this  shortfall  will  allow  for  increased  late-night 
and  early-morning  patrols,  shorten  response  times  and 
provide  for  proactive  investigation  of  violations,  allowing 
the  park  to  better  achieve  its  goal  of  protecting  visitors  and 
resources.  Furthermore,  it  will  allow  for  better  protection 
of  possible  terrorist  targets,  such  as  the  Cape  Hatteras 
Lighthouse. 

2.  Preserve  and  Maintain  Historic  Structures  ($386,000) 
Of  the  park's  44  designated  historic  structures,  only  17  are 
currently  in  "good"  condition.  Because  of  the  harsh  coastal 
environment  and  years  of  deferred  maintenance,  these 
structures  need  major  repairs  and  constant  work. 
Correcting  this  maintenance  deficiency  will  allow  the  park 
to  develop  a  comprehensive  preservation  and  maintenance 
program  for  the  performance  of  routine  and  cyclical 


preventative  maintenance,  stabilization  and  restoration  of 
historic  structures. 

3.  Improve  Facilities  for  Ocracoke  Ponies  ($196,000) 
The  ponies  are  reminiscent  of  the  wild  herds  that 
historically  grazed  the  Outer  Banks.  A  popular  park 
resource,  they  do  not  receive  adequate  daily  care  due  to 
lack  of  staff  and  increased  costs  of  labor,  feed,  veterinary 
services,  and  corral  maintenance,  which  resulted  in  a 
preventable  pony  death  in  2000.  An  expanded  care 
program  would  provide  for  equipment,  supplies,  materials, 
and  veterinary  and  wrangler  services  for  the  ponies. 

4.  Monitor  and  Protect  Threatened  and  Endangered 
Species  ($377,000) 

The  park  is  currently  unable  to  adequately  monitor  and 
protect  its  six  threatened  and  endangered  species  due  to  its 
size  and  geography,  increasing  number  of  visitors  and  lack 
of  staff.  Rectifying  this  shortfall  would  allow  the  park  to 
intensify  efforts  to  meet  requirements  to  improve  the  status 
of  threatened  and  endangered  species.  The  park  would 
also  provide  for  new  interpretive  and  educational 
programs  to  help  visitors  understand  the  implications  of 
their  activities  on  the  park's  resources,  and  increase 
support  for,  and  compliance  with,  species  monitoring  and 
protection  programs. 

5.  Increase  Visitor  Safety  and  Satisfaction  by  Extending 
Seasons  and  Offering  Minimal  Services  Year-Round 
($497,000) 

In  recent  years,  the  park's  shoulder  season  has  extended 
from  early  March  through  late  November.  An  important 
priority  for  the  park  is  to  provide  limited  interpretive 
programs  and  additional  maintenance  and  facility 
operations  services  throughout  the  shoulder  season  and 


Historic  Preservation  team  member,  Ray  Ritchie,  dons 
protection  gear  during  lead  paint  removal  on  the 
interior  of  the  historic  Bodie  Island  Lighthouse. 
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Seasonal  Interpretive  Ranger  Charles  Read  helps  visitors 
at  Fort  Raleigh  National  Historic  Site  understand  the 
Freedmen's  Colony. 


A  student  releases  a  bird  during  an  American 
Oystercatcher  banding  project  -  a  cooperative  program 
between  the  NPS  and  North  Carolina  State  University. 


keep  campgrounds  open  year-round,  thereby  greatly 
improving  visitor  enjoyment,  achieving  one  of  the  park's 
main  goals. 

Fort  Raleigh  National  Historic  Site 

1.  Interpret  Diverse  New  Themes  and  Maintain  Added 
Park  Lands  and  Resources  ($476,000) 

In  1990,  new  legislation  tripled  the  park's  size  and 
mandated  new  interpretive  themes  and  added 
archeological  sites  and  recreational  facilities.  However,  no 
additional  funds  were  granted  with  the  legislation;  as  a 
result,  the  new  themes  are  not  recognized  in  the  park's 
interpretive  exhibits.  The  park's  top  priority  is  to  create 
new  educational  programs  and  exhibits,  add  grounds 
operations,  and  conduct  archaeological  research  and 
investigation.  This  would  allow  the  park  to  achieve  its  goals 
of  improving  the  visitor  experience  and  protect  its 
resources. 

2.  Protect  Resources  of  New  Park  Lands  and  Facilities 
($131,000) 

The  size  of  Fort  Raleigh  NHS  was  tripled  in  1990  without 
any  additional  operational  funds  or  capabilities.  As  a  result, 
the  park  is  not  achieving  its  standards  in  the  areas 
protection  of  visitors  and  staff,  which  includes  not  only  the 
Visitor  Center  and  grounds,  but  also  the  Lost  Colony 
drama,  the  Elizabethan  Gardens,  and  Group  headquarters. 
Remedying  this  shortfall  will  result  in  a  safer  environment 
and  better  protection  of  park  resources. 

Wright  Brothers  National  Memorial 

1.  Increase  Visitor  Safety,  Services  and  Education 

($376,000) 

Top  priorities  for  Wright  Brothers  are  visitor  safety  and 

education  -  areas  where  operational  standards  are 


currently  not  being  met.  Increasing  law  enforcement 
patrols  and  response  capabilities,  implementing  a 
comprehensive  education  and  interpretation  program,  and 
maintaining  an  expanded  museum  would  permit  the  park 
to  achieve  its  goals  in  the  area  of  visitor  experience  and 
enjoyment. 

The  Outer  Banks  Group 

1.  Improve  and  Professionalize  Resource  Management 
($499,000) 

A  serious  deficiency  for  the  Group  is  the  need  for 
inventorying  and  monitoring  of  water  quality,  coastal 
processes,  threatened  and  endangered  species,  wildlife, 
visitor  use,  and  social  demographics,  and  the  completion 
of  museum  standards  and  cultural  resource  baseline 
inventories  at  Cape  Hatteras  NS,  Fort  Raleigh  NHS  and 
Wright  Brothers  NMEM.  Objective  and  reliable  data 
would  result  in  better  management  decisions,  which  would 
help  improve  conditions  and  visitor  understanding  and 
appreciation  of  the  parks'  resources. 

2.  Provide  Safe  and  Healthful  Park  Environment  and 
Working  Conditions  ($484,000) 

A  vital  need  for  the  Group  is  to  protect  the  health  and 
safety  of  staff  and  visitors.  At  this  time,  there  does  not  exist 
a  comprehensive  program  to  identify  and  analyze 
environmental  and  work  site  hazards,  develop  preventive 
measures  and  monitor  progress  to  correct  deficiencies  and 
improve  working  conditions.  In  addition,  the  Group  lacks 
the  infrastructure  and  staff  to  quickly  and  consistently 
communicate  health  and  safety  messages  to  visitors.  The 
development  of  a  comprehensive  safety  program  will  allow 
the  Group  to  effectively  protect  staff  and  visitors. 
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Investment  Priorities 


In  addition  to  operational  priorities,  the  Outer  Banks 
Group  has  a  number  of  investment  priorities.  This  section 
outlines  the  high-priority,  one-time  investment  needs  of  the 
parks  that  have  not  yet  been  funded.  These  investments 
will  primarily  help  improve  visitor  and  staff  experiences  by 
developing  new  programs,  rehabilitating  existing 
structures,  and  planning  the  future  of  the  parks.  The  top 
investment  priorities  are  discussed  separately  for  each  park 
to  reflect  their  different  missions  and  activities. 

Cape  Hatteras  National  Seashore 

Total  investment  needs:  121  projects  ($20  million) 

1.  Restore  Bodie  Island  Lighthouse  ($1,600,400) 

The  project  would  preserve  and  restore  the  1872  Bodie 
Island  Lighthouse  by  repairing  the  stairs,  repairing  or 
replacing  metal,  masonry  and  stone  features,  as  well  as 
other  structural  and  safety  improvements.  Such  work  will 
allow  visitors  to  safely  climb  the  lighthouse,  providing  for 
an  enhanced  experience  for  over  180,000  visitors  annually. 

2.  Restore  Little  Kinnakeet  Life  Saving  Station  ($  6,235,500) 
Life  saving  stations  are  essential  features  of  Outer  Banks 
history.  The  restoration  of  the  Little  Kinnakeet  Life  Saving 
Station,  which  includes  the  1904  station,  a  boathouse  and 
kitchen/mess  buildings,  to  the  1915  period  will  allow  the 
park  to  effectively  interpret  the  U.S.  Life  Saving  Service 
story. 

3.  Write  General  Management  Plan  ($913,500) 

Cape  Hatteras  National  Seashore's  GMP  has  not  been 
updated  since  1984.  The  new  GMP  will  determine  how  the 
park  will  best  preserve  its  natural  and  cultural  resources 
while  providing  for  visitor  education  and  enjoyment.  In 
drafting  this  plan,  the  park  would  work  closely  with  the 
towns  on  Ocracoke  and  Hatteras  Islands. 


4.  Complete  an  Environmental  Impact  Analysis  of  Off- 
Road  Vehicle  Use  ($230,100) 

The  recent  popularity  of  4-wheel  drive  vehicles  has 
resulted  in  a  dramatic  increase  in  beach  driving.  The 
analysis  will  explore  the  impacts  of  beach  driving  on  the 
park's  natural  resources  and  determine  how  to  manage 
vehicle  use  to  achieve  the  park's  dual  mission  of  protecting 
resources  while  providing  for  visitor  enjoyment. 

5.  Develop  Educational  and  Associated  Interpretive 
Programs  ($480,000) 

The  park  currently  does  not  have  a  Parks-As-Classrooms 
program  for  the  thousands  of  children  and  school  groups 
that  visit  annually.  This  project  includes  the  development 
of  an  educational  program,  new  interpretive  programs  and 
exhibits,  and  a  "Shoreline  Studies"  partnership  with  area 
groups.  Successful  completion  will  help  the  park  better 
serve  its  over  3  million  annual  visitors  and  increase  their 
appreciation  of  the  park's  resources. 

6.  Develop  an  Aviation  Management  Plan  ($265,000) 
The  Group  manages  three  airstrips  (2  on  Cape  Hatteras 
and  1  at  Wright  Brothers).  The  study  would  identify  and 
quantify  the  impacts  of  small  aircraft  and  military 
overflights  on  area  residents,  visitors,  and  the  cultural  and 
natural  resources.  The  resulting  plan  would  determine 
which  uses  of  the  airstrips  and  airspace  are  permitted 
without  jeopardizing  the  goals  of  the  parks. 

7.  Develop  a  Management  Plan  for  Threatened, 
Endangered  and  Rare  Species  ($92,000) 

Five  threatened  and  endangered  birds  and  turtles  and 
numerous  other  rare  species  currently  live  or  nest  on  the 
National  Seashore.  The  investment  will  allow  the  park  to 
inventory  its  species  and  develop  a  comprehensive 


Park  Pilot  Bob  Trick  patrols  the  beach  by  air  and 
provides  support  to  the  U.S.  Fish  &  Wildlife  Service. 


4-wheel  drive  vehicles  line  the  beach  during  the 
summer  months  as  visitors  fishing  and  recreate  in  the 
surf. 
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Park  Interpreter  Pent  Davis  tells  park  visitors  of  the 
Wright  brothers'  first  flight  at  the  First  Flight  Boulder 
which  marks  the  historic  take-off  point 


The  Lost  Colony  Outdoor  Drama  draws  many  visitors  to 
Fort  Raleigh  National  Historic  Site. 


program  to  achieve  its  goal  of  improving  the  populations 
and  status  of  these  species. 

Fort  Raleigh  National  Historic  Site 

Total  investment  needs:  30  projects  ($9.3  million) 

1.  Acquire  Lands  at  the  Fort  Raleigh  National  Historic  Site 
($5,040,000) 

Economic  exploitation  and  development  is  a  real  threat  to 
the  lands  surrounding  the  park.  This  land  is  important  to 
the  mission  and  purposes  of  the  park,  especially  in  light  of 
the  new  responsibilities  assigned  by  the  President  in  1990. 
The  purchase  of  4  tracts  of  land,  which  cover  almost  71 
acres,  will  protect  them  from  development  and  allow  for 
extensive  research  on  the  history  and  archaeology  of  the 
historic  site,  and  the  associated  people  and  events. 

2.  Rehabilitate  the  Waterside  Theatre  ($918,840) 

A  combination  of  three  projects,  this  investment  will  allow 
for  the  rehabilitation  of  the  Waterside  Theatre's  lighting, 
production  towers,  and  rehearsal  halls  and  for  the 
replacement  of  the  backstage  workshop.  The  venue 
presents  the  Lost  Colony  -  the  longest-running  symphonic 
play  in  the  United  States  -  throughout  the  summer  and 
draws  over  75,000  people  annually. 

3.  Develop  Educational  and  Associated  Interpretive 
Programs  ($33,000) 

Fort  Raleigh  currently  does  not  have  a  Parks-As- 
Classrooms  program  for  the  thousands  of  children  and 
school  groups  that  visit  each  year.  The  project  includes  the 
development  of  a  formal  educational  program,  the  merger 
of  the  Fort  Raleigh  and  Lost  Colony  curriculum  guides,  as 
well  as  the  development  of  new  interpretive  programs  that 
satisfy  the  needs  of  the  increasing  numbers  of  visitors. 

Additional  investment  priorities  may  be  determined  upon 
completion  of  the  Fort  Raleigh  National  Historic  Site's 


General  Management  Plan.  The  planning  process  will 
begin  in  October  2002  and  is  slated  to  be  completed  in 
2004. 

Wright  Brothers  National  Memorial 

Total  investment  needs:  32  projects  ($17.8  million) 

1.  Rehabilitate  and  Restore  Historic  Visitor  Center  and 
Visitor  Center  Annex  ($4,511,650) 

The  restoration  of  the  1960  visitor  center  includes  the 
construction  of  an  annex  and  the  development  of  new 
exhibits.  The  work  will  bring  the  building  up  to  current 
safety  and  accessibility  codes  and  preserve  its  original 
architectural  features.  The  annex  will  serve  as  a  museum 
and  provide  additional  interpretive  materials  to  highlight 
the  brothers'  accomplishments. 

2.  Develop  Educational  and  Associated  Interpretive 
Programs  ($25,000) 

The  park  currently  does  not  have  a  Parks-As-Classrooms 
program  for  the  thousands  of  children  and  school  groups 
that  visit  annually.  This  project  includes  the  development 
of  an  educational  program  and  new  interpretive  programs 
to  satisfy  the  needs  of  the  park's  many  visitors. 

3.  Construct  New  Maintenance  Compound  and  Remove 
Old  Facilities  ($2,228,000) 

The  current  maintenance  facilities  are  not  adequate  to 
serve  the  park,  especially  with  the  rehabilitation  and 
proposed  expansion  of  the  historic  visitor  center.  As 
identified  in  the  park  GMP,  the  project  calls  for  the 
complete  removal  of  the  current  maintenance  facility,  with 
the  new  facility  being  located  on  existing  infrastructure 
elsewhere  in  the  park.  The  new  facility  will  allow  the  park 
to  better  satisfy  the  maintenance  and  facility  operations 
needs  of  the  Wright  Brothers  NMEM,  thereby  providing  a 
more  enjoyable  experience  for  visitors  and  staff. 
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Strategies  for  Reducing  Costs 


The  facts  of  the  business  plan  paint  a  clear  picture  that  the 
Group  lacks  the  base  funding  needed  to  operate  as  a 
proper  custodian  of  the  lands  and  history  held  in  its  trust. 
However,  there  are  clearly  opportunities  to  be  more 
creative  with  the  funding  already  received.  The  Outer 
Banks  Group  has  identified  a  number  of  strategies  that  may 
improve  the  overall  financial  situation  of  the  parks  through 
a  reduction  in  existing  costs.  Not  all  of  these  strategies  are 
new.  The  Group  has  employed  many  of  these  strategies 
already  while  others  are  completely  new  and  will  need  to 
be  investigated  further. 

Pursue  joint  venture  opportunities  with  other  parks  and 
agencies 

Just  south  of  Cape  Hatteras  National  Seashore  lays  Cape 
Lookout  National  Seashore.  Within  50  miles  of  the  Group's 
borders,  the  Fish  &  Wildlife  Service  operates  five  wildlife 
refuges.  Given  this  proximity,  there  is  a  natural  opportunity 
to  share  the  cost  of  operations  for  certain  programs  and 
services  including  aviation,  radio  operations,  dispatch 
services,  prescribed  fire  management  and  structural  fire 
suppression.  Also,  there  is  potential  to  share  the  cost  of 
resource  management  research  and  monitoring  programs 
with  NOAA  and  EPA. 

Contract  out  for  certain  business  services 

The  Group  has  looked  to  fill  operational  needs  that  it  does 
not  deem  necessary  to  keep  in-house  by  cost  effectively 
contracting  with  third  parties  to  provide  the  service. 
Current  examples  include  lifeguard  services  on  three  Cape 
Hatteras  National  Seashore  beaches,  garbage  collection 
and  alarm  servicing.  Additional  cost  savings  may  be  found 
by  opening  up  existing  and  future  contracts  to  more 
competitive  sourcing  to  ensure  the  best  combination  of 
service  and  cost. 


Consider  new  concessions  opportunities 

Some  concessions  services  are  currently  under  contract 
with  private  businesses.  There  are  other  services  for  which 
contracts  could  be  offered  in  order  to  reduce  the  cost  to 
the  Group  without  reducing  the  services  offered  to  the 
visitor. 

Lease  underutilized  historic  structures 

The  Group  could  investigate  partnerships  with  non-profit 
organizations  that  would  allow  the  Group  to  shift 
operating  costs  for  certain  historic  structures  to  partners. 
The  agreements  would  stipulate  that  the  partner  operate 
and  maintain  the  historic  structure  with  the  mission  and 
goals  of  the  Group  in  mind. 

Improve  vehicle  fleet  management 

The  geographic  linearity  of  the  Group  has  traditionally 
necessitated  the  use  of  dedicated  Group  and  GSA  vehicles 
by  staff  to  accomplish  their  duties.  The  Group  could 
explore  reducing  its  vehicle  fleet  costs  by  transitioning  to  a 
program  of  shared  and  pooled  vehicles  and/or  reimbursing 
for  the  use  of  personal  vehicles  instead  of  dedicating  GSA 
vehicles. 

Move  to  more  cost  effective  equipment 

Where  appropriate,  the  Group  could  reduce  operating 
expenses  associated  with  facilities  and  vehicles  by 
implementing  and  using  more  energy  efficient  equipment 
like  more  efficient  HVAC  systems,  higher  efficiency 
lighting,  auto-off  lighting,  solar  power,  and  hybrid  and 
electric  vehicles.  Additionally,  the  Group  could  become  a 
demonstration  site  for  vendors  of  energy  efficient 
equipment.  For  instance,  an  automaker  could  donate 
electric  vehicles  for  use  by  staff  and  exposure  to  the  3.5 
million  visitors  who  visit  the  Group  annually. 


Contracted  lifeguards  protect  ocean  swimmers  at 
several  locations  along  the  National  Seashore  during 
summer  months. 


Park  concessions,  such  as  fishing  piers,  provide  unigue 
opportunities  and  services  for  park  visitors. 
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Volunteers  Tom  Curtin  and  John  Buonagurio  provide 
information  to  visitors  at  the  Wright  Brothers  Visitor 
Center. 


Continue  to  leverage  new  technologies 

New  technologies  can  offer  significant  savings  when 
applied  effectively.  The  Group  has  established  a  distance- 
learning  environment  called  the  Technology  Enhanced 
Learning  (TEL)  Center.  The  TEL  Center  reduces  the  cost 
associated  with  sending  staff  to  out-of-park  training 
sessions  by  amortizing  the  cost  of  training  materials  across 
several  staff  and  reducing  travel  related  expenses.  Other 
opportunities  include  communications  alternatives  like 
DSL  that  can  be  pooled  and  shared  for  network 
connectivity  in  order  to  reduce  the  use  of  expensive  dialup 
connections. 

Increase  the  use  of  alternative  fee  collection  mechanisms 

Some  fee  collection  opportunities  are  lost  because  it  is  not 
cost  effective  to  staff  a  kiosk  full-time  to  collect  the  fee.  By 
making  use  of  alternative  fee  collection  mechanisms  like 
"iron  rangers"  or  permits,  additional  fees  could  be 
collected  at  several  locations  freeing  up  resources  to 
collect  fees  at  higher  traffic  locations  or  enhance  services 
elsewhere.  Examples  of  locations  that  could  make  use  of 
these  alternatives  include  the  Oregon  Inlet  and  Ocracoke 
boat  ramps  and  the  Ocracoke  boat  dock.  Alternative  fee 
collection  options  could  also  be  used  to  collect  fees  during 
an  extended  season  operation  at  the  campgrounds,  for 
example. 


Improve  preventative  maintenance  of  buildings  and  historic 
structures 

The  budget  situation  of  the  past  several  years  resulted  in  a 
focus  on  current  operating  needs  while  sacrificing 
important  preventative  maintenance  on  buildings  and 
historic  structures.  As  a  result,  the  facilities  reach  a  point  at 
which  major  renovations  and  rehabilitation  are  required  at 
great  expense.  By  performing  preventative  maintenance  at 
regular  intervals,  the  expense  could  be  reduced  or  avoided 
altogether  while  extending  the  life  of  the  structure. 

Rebalance/reduce  services  in  certain  areas 

Some  services  offered  by  the  Group  are  underutilized.  The 
Group  could  annually  review  shifts  for  trends  and  usage 
within  the  parks  and  adjust  operations  accordingly.  As  an 
example,  the  campgrounds  are  often  under  capacity  at 
certain  times.  An  option  would  be  to  close  a  section  of  the 
campgrounds  reducing  janitorial,  maintenance  and  law 
enforcement  patrol  needs. 

Increase  and  improve  use  of  volunteers 

The  Group  relies  on  volunteers  in  various  capacities 
throughout  the  parks.  The  Group  could  launch  a  campaign 
regionally,  nationally,  and  even  internationally  to  increase 
and  enhance  awareness  of  volunteer  opportunities.  The 
goal  would  be  to  increase  the  Group's  ability  to  repeatedly 
attract  qualified  volunteers  and  increase  the  total  volunteer 
hours. 
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Strategies  for  Increasing  Non-Appropriated  Funding 


In  order  to  help  meet  its  unfunded  need  and  pursue  the 
missions  of  the  parks,  the  Outer  Banks  Group  needs  to 
expand  its  budget  sources  beyond  appropriated  funding. 
The  Group  identified  a  number  of  strategies  -  some 
current,  some  new  -  that  may  increase  the  diversity  and 
range  of  alternative  funding  sources  and  would  remain 
consistent  with  the  purpose,  standards  and  image  of  the 
NPS. 

Explore  new  revenue  generating  opportunities 

The  Group  offers  many  visitor  services  free  of  charge  for 
which  many  visitors  would  be  willing  to  pay  especially  for 
the  popular,  value-added  services  like  "Boogie  Board  with 
a  Ranger"  or  "Fishing  with  a  Ranger."  For  commercial  bus 
tours  and  large  groups,  the  Group  could  offer  and  charge 
for  an  Interpreter  to  provide  private  programs. 
Additionally,  other  services  are  provided  for  which  there  is 
a  significant,  unrecovered  cost  or  impact  associated.  Fees 
could  be  charged  for  the  use  of  the  dump  stations  near 
campgrounds. 

Implement  an  "Adopt-a-Resource"  program 

The  Group  has  several  popular  resources  that  generate 
very  specific  interest.  Donation  boxes  allow  generic  giving 
to  a  program,  however  there  is  an  opportunity  to  take 
advantage  of  the  heightened  interest  created  by  resources 
like  the  Historic  Ponies,  Sea  Turtles  or  numerous 
shipwrecks  along  the  coast.  By  establishing  an  "Adopt-a- 
Pony"  or  'Adopt-a-Sea  Turtle"  program,  people  can  feel  as 
if  they  are  sponsoring  a  specific  animal  and  feel  more 
involved  in  the  helping  a  program  in  which  they  are 
interested. 


Target  specific  funding  request  to  alternative  funding 
sources 

The  Group  could  actively  target  specific,  high  priority 
budget  requests  to  fund  sources  that  could  supplement  or 
replace  appropriated  funding.  The  Group  could  actively 
pursue  assistance  from  universities,  research  centers, 
foundations  and  alternative  government  funding  sources 
like  DOE,  DOT  and  EPA. 

Encourage  and  establish  friends  groups  for  each  park 

Developing  friend  groups  and  actively  working  with  them 
would  aid  the  Group's  interaction  with  the  community,  as 
well  as  generate  funding  for  park  activities.  Donated 
funding  could  be  used  to  enhance  visitor  services  in 
specific  areas  important  the  friends  group,  the  community 
and  the  Group.  The  Group  could  coordinate  with  its 
concessions  operators  to  offer  visitors  the  option  of 
donating  to  the  friends  group  (an  ultimately  the  Group) 
when  paying  for  concessions  services. 

Pursue  and  enhance  partnerships  and  cooperative 
agreements 

The  Group  already  has  several  valued  partners  and 
cooperating  associations  including  the  First  Flight 
Centennial,  North  Carolina  Beach  Buggy  Association, 
Roanoke  Island  Historical  Association,  Ocracoke 
Preservation  Society,  Cape  Hatteras  Anglers  Club,  Outer 
Banks  Lighthouse  Society,  Freedman's  Colony,  Graveyard 
of  the  Atlantic,  Dare  County  Visitors'  Bureau,  Eastern 
National,  Elizabethan  Gardens,  First  Flight  Society,  and 
local  fire  departments.  By  pursuing  additional  relationships 
and  nurturing  existing  ones  the  Group  can  enhance  the 
visitor  experience  without  unduly  increasing  the  cost  of 
park  operation. 


Donna  Harrison,  site  manager  for  Eastern  National, 
helps  a  young  park  visitor  at  Fort  Raleigh  National 
Historic  Site. 


fc     « 


A  female  loggerhead  sea  turtle  lays  eggs  on  a  National 
Seashore  beach. 
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Seasonal  Interpretive  Ranger  Kate  Pullen  gives 
Instructions  to  visitors  before  taking  them  out  for  a 
boogie  boarding  program  on  Ocracoke  Island. 


Increase  franchise  concessions  fees 

Increasing  franchise  fees  from  the  2.5%  received  today  for 
concessions  contracts  will  allow  more  revenues  to  be  used 
to  address  management,  facility  and  infrastructure 
problems  related  to  concessions.  This  would  reduce  the 
funding  deficiencies  in  management  and  maintenance,  as 
well  as  reduce  the  impact  this  deficiency  has  on  Group 
resources. 

Increase  rates  for  special  use  permits 

Special  use  permit  fees  have  stagnated  during  the  past 
several  years  and  have  fallen  out  of  compliance  with  NPS 
policies.  The  rates  could  be  raised  to  compensate  for 
inflation  and  increasing  impacts  of  the  permittees. 


Entrance  fees  are  collected  year-round  at  Wright 
Brothers  National  Memorial  as  part  of  the  National  Park 
Service  Recreation  Fee  Demonstration  Program. 


Pursue  private  funding  for  infrastructure  development 

Seek  out  private  donations  from  corporations  and 
organizations  for  specific  infrastructure  projects,  special 
events  like  the  First  Flight  Centennial  and  sponsorship  of 
boardwalks,  ramps  and  activities. 

Seek  out  private  donations 

The  Group  already  has  some  donation  boxes  at  sites  of 
specific  interest  to  the  visitors.  The  Group  could  expand 
the  use  of  donation  boxes  to  include  more  locations  and 
the  visitor  centers  and  include  the  ability  to  donate  from 
the  Group's  website. 
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Additional  Information 


The  Outer  Banks  Group  parks  -  Cape  Hatteras  National 
Seashore,  Fort  Raleigh  National  Historic  Site  and  Wright 
Brothers  National  Memorial  -  are  within  the  narrow  strand 
of  islands  comprising  the  Outer  Banks  of  North  Carolina. 
Visitor  surveys  completed  by  the  Outer  Banks  Visitors 
Bureau  consistently  indicate  that  the  most  important 
reasons  visitors  consider  when  choosing  to  come  to  the 
Outer  Banks  include  the  area's  many  open  and 
undeveloped  beaches,  scenic  beauty,  visiting  lighthouses 
and  other  coastal  relics,  visiting  historic  sites,  and  wildlife 
viewing/bird  watching.  Most  of  the  undeveloped  beaches 
on  the  Outer  Banks,  and  other  attractions  are  found  within 
the  area's  National  Park  Service  sites. 

Politically,  there  are  two  county  areas  within  the  Group 
boundaries,  Dare  County  and  Hyde  County.  The  most 
southern  island  of  the  National  Seashore,  Ocracoke  Island, 
is  within  Hyde  County;  the  rest  of  the  NPS  lands  are  within 
Dare  County.  The  unincorporated  villages  of  Rodanthe, 
Waves,  Salvo,  Avon,  Buxton,  Frisco,  and  Hatteras  on 
Hatteras  Island  and  Ocracoke  Village  on  Ocracoke  Island 
are  surrounded  by  National  Park  Service  property.  In  these 
villages,  the  NPS  plays  a  significant  role  in  the  lives  of  local 
residents  and  the  tourism  economy  upon  which  they  rely. 

The  NPS  and  these  villages  have  many  common  interests 
and  mutual  dependencies.  Both  are  concerned  with 
providing  a  high  quality  experience  for  visitors  and  a  high 
quality  of  life  for  area  residents.  Both  depend  upon  each 
other  for  the  provision  of  visitor  services  and  protection  of 
the  resources  that  draw  visitors  to  the  Outer  Banks  each 
year.  Both  are  bound  together  in  the  constant  dynamics  of 
barrier  island  geologic  change.  These  shared  values  and 
dependencies  ensure  active  local  resident  interest  in  NPS 
management  issues  and  decisions.  It  is  important  that  the 
NPS,  Dare  County,  and  Hyde  County  work  closely 


together.  This  is  true  at  all  NPS  sites  and  surrounding 
county  lands.  It  is  especially  true  relating  to  the 
unincorporated  villages  identified  above. 

These  villages  are  beginning  to  see  unprecedented  growth, 
an  area  of  concern  to  both  the  NPS  and  local  residents. 
The  impacts  of  this  growth  and  resulting  visitation  are 
apparent  daily  in  operations  at  all  three  NPS  sites.  Local 
residents  have  become  increasingly  concerned  with  the 
impacts  of  decreased  NPS  staffing  levels  that  cannot  keep 
pace  with  the  rapid  growth  and  increase  in  visitation.  They 
see  a  decline  in  law  enforcement  services  and  a  resulting 
increase  of  criminal  and  resource  violations.  They  see 
fewer  programs  for  visitors  that  teach  the  value  of  the 
natural  environment  and  Outer  Banks  heritage.  They  see 
historic  structures  deteriorating  and  maintenance  service 
declining.  Their  concerns  are  consistently  voiced  in  the 
media  and  to  political  representatives.  They  understand  the 
needs  for  provision  of  funding  to  support  staffing  levels 
that  provide  expected  and  needed  service  for  visitors  to 
the  area  and  to  provide  protection  of  the  natural  and 
cultural  resources  so  vital  to  the  Outer  Banks. 

This  growth  has  not  only  impacted  NPS  visitor  services 
and  resource  protection.  Diminishing  open  space  and 
rising  land  values  on  the  Outer  Banks  has  put  pressure  on 
the  NPS  by  both  public  and  private  groups  for  use  of  NPS 
lands  to  support  community  and  private  needs  and 
services.  Though  these  services  may  be  important,  the  NPS 
must  be  vigilant  in  the  protection  of  park  lands  and  open 
space,  and  the  values  entrusted  to  the  NPS  in  the  enabling 
legislation  of  each  park  area.  The  need  for  good  land  use 
planning  by  Outer  Banks  communities,  in  association  with 
protected  NPS  natural  areas,  is  becoming  increasingly 
apparent. 


Increased  growth  and  construction  associated  with  the 
Outer  Banks  tourism  industry  places  greater  demands  on 
park  resources  and  staff. 
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The  NPS plays  a  significant  role  in 
the  lives  of  local  residents  and  the 
tourism  economy  upon  which 
they  rely.  The  NPS  and  these 
villages  have  many  common 
interests  and  mutual 
dependencies ...  These  shared 
values  and  dependencies  ensure 
active  local  resident  interest  in 
NPS  management  issues  and 
decisions. 


Comprehensive  planning  efforts  between  the  NPS  and 
Dare  and  Hyde  Counties  provides  an  excellent 
opportunity  for  the  NPS  and  the  counties  to  work  together 
in  partnership  to  address  not  only  this  growth  but  many 
other  important  shared  issues  also.  This  planning  effort 
would  be  especially  important  on  Hatteras  and  Ocracoke 
Islands,  given  the  integral  link  between  Cape  Hatteras 
National  Seashore  and  the  villages  of  Rodanthe,  Waves, 
Salvo,  Avon,  Buxton,  Frisco,  Hatteras,  and  Ocracoke.  This 
type  of  planning  can  help  the  park  and  the  communities 
evaluate  current  and  shared  resources,  resulting  in  cost 
saving  measures  and  increased  service  for  all.  A  joint 
planning  process  could  provide  a  planning  mechanism 
with  a  seamless  approach  to  preserving  quality  of  life  for 
area  residents,  providing  a  high  quality  visitor  experience, 
and  protecting  the  parks'  natural  and  cultural  resources 
into  the  foreseeable  future. 


Superintendent  Lawrence  Belli  serves  as  a  member  of  the  Dare  County  Control  Group, 
along  with  other  local  government  officials,  when  hurricanes  threaten  the  Outer  Banks. 
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